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FOREWORD

Not so long ago, a “CPA m arketer” was considered a contradiction in terms.
Today, successful CPA firms of all sizes recognize that marketing is an
integral part of business. Marketing helps you achieve measurable goals
that are realized on the bottom line—this book tells you how.
The Management of an Accounting Practice (MAP) Committee ex
presses its appreciation to Colette P. Nassutti for her excellent efforts to
assure that The M arketing Advantage is an indispensable reference on CPA
firm marketing. The committee is also grateful to the CPAs, consultants, and
marketing directors who contributed their hard-earned advice and guid
ance. Thanks to their generous contributions, this book represents the true
spirit of MAP—sharing information and experience with fellow practitio
ners.
W. Thomas Cooper, Jr.
Chairman, Management of an Accounting
Practice Committee
Nancy Myers
Director, Practice Management Division
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PREFACE

This book contains comprehensive, practical advice for CPAs and market
ing professionals fro m CPAs and marketing professionals on the business
of marketing CPA services. Over two dozen experienced managing part
ners, marketing directors, and consultants, each an authority on his or her
topic, generously shared their knowledge and insights. The result is an
all-inclusive compilation of expert guidance from leaders in the field of
professional services marketing.
To be successful in today’s competitive environment, firms must mar
ket. Some firms use elaborate marketing systems that involve a variety of
marketing tactics, others a much simpler system based mainly on referrals.
But regardless of its needs, all firms should develop and maintain a
marketing plan. Whether experienced or relative newcomers to marketing
professional services, The Marketing Advantage includes something for all
firms.
Those who are new to the business of marketing accounting services
will want to read this book from start to finish. Other, more experienced
readers may use this book as a reference, an idea-generator, if you will. In
any event, we hope you will find it a valuable resource, one you can turn to
again and again as you take on the challenge of marketing accounting
services.
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SECTION

GETTING STARTED

T he ultimate purpose of having a marketing plan is to let you choose which
clients you want to serve, and decide how you will go about winning them.
A carefully researched and well-thought-out marketing plan ensures that
finite marketing resources (financial and personnel) are allocated to the
activities most likely to help you win the clients you seek, encourages the
firm’s personnel to act as one, working together toward a common set of
goals and objectives, and offers an opportunity to measure results against a
fixed standard.
Chapter 2, “The Marketing Plan: An Audit-Based Approach” together
with the other three chapters in this section, will help you lay the
all-important foundation for your firm’s marketing structure. Chapter 1
describes the fundamentals of marketing as applied in a professional
services firm. Chapters 3 and 4, on leadership and service excellence,
highlight the importance of making a commitment to providing superior
services.
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CHAPTER

1
MARKETING FUNDAMENTALS:
TERMS AND CONCEPTS

Herbert M. Kaplan
President, Ridgefield Consulting Group, Inc.
New York, New York

INTRODUCTION
This chapter is designed to equip you with the essential vocabulary of
professional services marketing. We cover the difference between market
ing and sales, then discuss why marketing professional services poses some
unique challenges. We also explain the importance of making your firm’s
marketing efforts client-centered, instead of service-centered. Other topics
include the benefits of market segmentation and a review of four fundamen
tal growth strategies. The chapter closes with a brief review of professional
selling.
In some cases, the discussion of a particular concept is quite brief
because the topic is addressed in depth somewhere else in the book. In
those instances, our goal has been to provide you with a very fundamental
definition, and then to refer you to the section of the book where the
concept is more fully developed.

MARKETING AND SELLING—WHAT’S
THE DIFFERENCE?
The words marketing and selling are often used interchangeably, yet their
meanings are quite different. M arketing includes the full range of activities
that create awareness of your firm, foster a positive image, and elicit the
interest of desirable prospects. It encompasses all aspects of strategic
planning, including research, analysis, and setting business goals for the
3
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firm. Marketing also includes the planning and execution of promotional
activities, such as advertising, media relations, direct mail, and so on.
Because marketing activities tend to be strategic in nature, they are usually
planned and executed by the firm as a whole, or at least by its management.
Selling begins where marketing leaves off. That is, it encompasses all of
the activities required to convert qualified prospects into satisfied clients.
Here, the effort involved usually centers around a series of face-to-face
encounters between one or more members of your firm and a prospective
client.
A successful business development program requires both marketing
and selling. While marketing can create new business opportunities for the
firm, it is the selling effort that converts those opportunities into billable
work. In other words, marketing gets you “up to bat”; selling “brings home”
the new client or engagement. (For more on the difference between
marketing and sales, refer to Chapter 22, “Sales Management.”)

THE DISTINCTIVE ASPECTS
OF PROFESSIONAL SERVICES
What special challenges await an organization that is going to market a
service? The easiest way to begin answering this question is to review the
distinctive aspects of a service. Let’s begin by defining a service:
A service is any activity or benefit that one party can offer to another that is
intangible and does not result in the ownership of anything. Its production may
or may not be tied to a physical product.1

Furthermore, all services, including professional accounting services, have
four distinct yet overlapping characteristics that must be taken into
consideration when designing a marketing program. Each poses specific
consequences for your firm.

Intangibility
In contrast to a product, a service cannot be seen, tasted, felt, heard, or
smelled before it is consumed. This means that your clients and prospects
can never be completely sure about the quality of your service before they
have made the purchase decision. Business owners who rely on their
accountants to guide them on issues that will affect their profitability and
long-term success know there is a great deal at stake when they select a new
provider. It is therefore imperative that your marketing strategies include
doing what is necessary to reassure prospects that they are, in fact, making
the right choice.
1Philip Kotler, M arketing Management: A nalysis, Planning & Control, 6th ed. (Englewood
Cliffs, NJ: Prentice-Hall, 1988), p. 477.
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Inseparability
A service is inseparable from its source, namely, the accountant. This
means the intrinsic value of your firm’s accounting services cannot be
separated from the providers of those services. Marketing of the firm as a
whole m ust always be coupled with efforts to communicate the credentials
and personal strengths of individual accountants within the firm.

Variability
The quality of a service is highly dependent on the individual who provides
it. Most of your clients and prospective clients already recognize and
appreciate this fact. (In a way, this is the downside of inseparability.)
Clients, once satisfied that they are being well served by a particular
member of your firm, will be reluctant to be assigned to another accountant.
As to the challenges for your marketing effort, prospects will want to learn
all they can about the credentials and reputation of individuals within your
firm, rather than relying on the image of the firm as a whole.

Perishability
Because they are produced and consumed at the same time, services cannot
be stored. When service demand is highly seasonal, your organization faces
the additional challenge of delivering service quality while coping with
periodic shortages and surpluses in personnel.

HOW CLIENTS EVALUATE ACCOUNTING FIRMS
Some will argue there are, in fact, specific objective standards that
people can use to evaluate and compare accounting firms. Only think of
educational credentials, peer reviews, the ability to comply with generally
accepted accounting principles (GAAP) and generally accepted auditing
standards (GAAS), and so on. Unfortunately, most prospective clients lack
the background to appreciate the standards and practices CPA firms use to
ensure quality. Who can blame them? It is hard for prospects to see how
these characteristics have anything to do with their need to obtain financ
ing, control costs, or increase profits.
The grim reality is that most clients are not only unable to appreciate the
objective standards accountants use to evaluate each other, they are not
even that interested in the services you provide. They are far more
interested, in fact, in the benefits they will receive as a result of utilizing
those services.
For example, while clients may seek you out for tax return preparation,

what they really want you to do is to help them minimize their tax liability.
And, when they hire you to conduct an audit, they view it only as a means to
an end—usually to obtain new financing for their business.
So, in addition to dealing with the unique challenges of marketing a
professional service, you must also contend with the fact that your

6
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marketing communications program must focus on the benefits, and not the
features of your services. (For more on how to do this, see Chapter 25,
“Proposals: The Final Step.”)

CLIENT-CENTERED
VERSUS SERVICE-CENTERED MARKETING
What is the difference between the client-centered and the service-centered
approaches to marketing, and why should your firm embrace the former? A
firm with a client-centered philosophy of marketing understands that its
skills and services are only meaningful to the extent they can help the client
to achieve his or her business and personal goals. By contrast, a firm that is
service-centered fails to ask whether or not its services (be they ever so
complete) can help the client to solve his or her particular problems.
When a client-centered firm makes a decision about the services it will
offer, or the way it will deliver and price those services, it always asks,
“How will the proposed change improve our ability to meet our clients’ (and
prospects’) needs, and help them to fulfill their objectives?”
A service-centered firm—one that fails to ask whether or not (and, if so,
how) its services can help their clients solve their problems—risks a great
deal because it forces its clients to draw their own conclusions about
whether or not the benefits they seek will ever be received. Because these
clients (and prospects) are ill-equipped to judge a firm on technical merits
alone, they will be reduced to distinguishing between competing firms on
the basis of price alone. So, unless you w ant to win clients by underbidding
your competitors, it is best to avoid this situation altogether.

THE FOUR P’S:
PRODUCT, PRICE, PLACE, AND PROMOTION
How do you ensure that your firm, and everything you do, is clientcentered? Product marketers have long used the “four P’s” (product, price,
place, and promotion) to define exactly what it is they are selling. Service
marketers can do the same thing: They can define their product, price,
place, and promotion, then ask themselves how well the current mix meets
the needs and expectations of the firm’s most desirable clients and
prospects.

Product
What are you selling? Develop a comprehensive list of the services you
offer. Now look at your clients. How well do the two fit? The needs of your
clients should dictate the scope of your services.

CHAPTER
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Price
What are you asking for your services? More important, w hat are your
clients willing to pay? While competitive pricing is an obvious necessity, the
client’s appreciation of the value of your services is also a key issue. In
essence, you can’t charge $5,000 for a service the client feels is worth only
$2,000. Many accountants will remember what happened when they tried to
offer personal financial planning services to their clients. They could not
begin to pass all of their costs to clients because clients could not see that
much value in the final work product. The bottom line is that the more you
can do to successfully build a sense of value in the client’s mind, the higher
your rates can be.

Place
In the product marketing arena, place refers to the wholesale or retail
distribution points at which products can be acquired. For an accounting
firm, place refers to your office location, as well as the quality and character
of your facilities. Your office should be readily accessible to clients, with
convenient parking nearby. Entryways, hallways, individual offices—all
should be maintained scrupulously. This does not mean you have to spend
thousands of dollars on glossy decor, but everything the client sees should
be neat, clean, and orderly. Because your people are so crucial to your
success, you should also offer a pleasant working environment that helps to
boost morale and maintains high worker productivity.

Promotion
You can offer the finest service but it will do you no good if it is also the best
kept secret. A proper mix of promotional tools and activities will enable you
to achieve the exposure and subsequent selling opportunities needed to
ensure growth.

BENEFITS OF MARKET SEGMENTATION
Until now, we have concentrated on how to organize internally to achieve
the best results in client service and marketing. Now we turn our attention
outward, to the marketplace, and examine techniques your firm can use to
identify—and then pursue—its best-bet opportunities.
The market for accounting and tax services is extensive, far too large
and varied for any one firm to pursue. It therefore makes good sense to
identify the best opportunities for winning new clients before launching a
marketing campaign. An analytical process known as segmentation can be
an important tool as you work to develop a plan of action.
Segm entation is the process of dividing the marketplace into discrete
groups of potential clients. Because your ultimate goal in marketing is to

8
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target segments where you can develop superior market position, you can
use the segmentation process to help you concentrate marketing efforts
where the following conditions apply:
■ You can readily meet client needs,
■ There are more than enough potential clients,
■ Typical client fees and profitability are attractive, and
■ The competition is not particularly strong.
How do you utilize this process? Before we describe segmentation, let’s
define a market segment. In brief, it is any group of businesses or
individuals that shares a certain set of characteristics, and, therefore, a
fairly similar set of accounting service needs. A market segment could be
defined as all wholesale companies in a prescribed geographic area, or all
private-practice physicians, or even retirees with extensive stock portfo
lios. Possible criteria include industry category, revenue range, type of
ownership, or geographic location. Individuals can be categorized accord
ing to age, range of personal income, profession, or other socioeconomic
factors. The important thing to remember is that, whatever their features,
each group can be expected to have a fairly uniform set of requirements and
expectations when it comes to accounting services.
Because the marketplace, when viewed this way, possesses a nearly
infinite number of potential market segments, it is a good idea to begin the
analysis process by examining your existing client base. Exhibit 1.1 lists
questions to assist this analysis. The advantage of this approach is that you
will gain some insight into which market segments you can serve, and serve
profitably, right now. This will help you to narrow your search process, and
so save a considerable amount of time in this stage of the planning process.

Market Segm entation Analysis o f C lient Base

EXHIBIT 1.1

As you review your client base, ask yourself the following questions:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Which industry groups or segments do we serve most often?
Which of these segments are most attractive to us?
Which of these segments do we enjoy serving?
What are the needs of this market segment, and are we doing a good job
of meeting those needs?
How many potential clients are there in this segment?
What is the typical annual fee for this type of client, and what kind of
profit do they generate?
How much experience do we have in serving this type of client?
What is the status of our competitors?
How easy will it be to identify and reach potential clients in this
segment?
How satisfied or dissatisfied are these prospects likely to be with their
current accounting firm?
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This is not to say that market segments not currently served should be
ruled out. In fact, your own knowledge of the local marketplace may have
already alerted you to some important opportunities represented by rapidly
growing—or changing—market segments. Or, you may find that a market
segment, while neither growing rapidly nor changing quickly, is not being
served adequately by any of your competitors. In these cases, research that
extends beyond the analysis of your own client base may be required. For
that matter, you may need to look to outside resources even to obtain a
clearer picture of some of the segments you already serve. In either case,
valuable research data can be obtained through business libraries, trade
associations, chambers of commerce, and on-line computer services.

FOUR BASIC GROWTH STRATEGIES
Now that you have identified some promising market segments, which
growth strategy will you employ? The answer depends, in part, on whether
or not you already serve clients in these segments, and on whether or not
you provide all of the services these segments demand. When it comes to
strategic marketing planning, there are four basic growth strategies, each
characterized by a unique set of risks and rewards, as illustrated and
explained in Figure 1.1.

Growth Strategy 1: Client Development
Sell more current services to existing clients. Client development—also
known as cross-selling to existing clients—is probably the easiest and

FIGURE 1.12

Strategies for Growth
Current
Products
(services)

New
Products
(services)

Current
Markets
(clients)

1. Client
development
strategy

3. Product
development
strategy

New
Markets
(nonclients)

2. Market
development
strategy

4. Diversification
strategy

2Adapted and reprinted by permission of Harvard B usiness Review. An exhibit from
“Strategies for Diversification” by H. Igor Ansoff, September/October 1957. Copyright © 1957
by the President and Fellows of Harvard College; all rights reserved.
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fastest way to grow your practice. Because you are focusing your efforts on
clients, you have essentially bypassed the work required to identify pros
pects, and to put a mutually satisfactory client relationship into place.
Nevertheless, some research and advance work is required, as you will have
to conduct needs analyses to uncover each client’s potential demand for
firm services not currently utilized.

Growth Strategy 2: Market Development
Sell existing services to new clients. This is an obvious and traditional
strategy and is usually the major focus of a firm’s marketing efforts.
Justifiably so, because the primary objective of this strategy is to do for
others what you currently do for existing clients.
Because the services you intend to promote are already in place, you
will not have to invest the time and financial resources required to bring
those capabilities on board. However, you will have to invest dollars in
identifying prospects, and communicating the features and benefits of your
services to those prospects. Unlike growth strategy 1, you will have to
absorb the cost of winning new clients. However, the money invested and
the time required to see results will still be less than required for growth
strategies 3 and 4.

Growth Strategy 3: Product Development
Develop new products (services), and offer them to existing clients.
Sometimes your analysis of existing client needs will reveal that you are not
providing all of the services they require. In a situation like this, growth
strategy 3 becomes a tool not only for generating new revenues, but for
preventing client attrition.
In this strategy, you must invest resources in developing—or acquir
ing—the new skills needed to meet changing client needs. While you do not
have the cost of winning new clients, this strategy usually costs more than
strategies 1 and 2 because it usually takes longer (and often costs more) to
bring new services on-line than it does to market existing services. This is
because, as a rule, new professionals must be recruited and brought on
board, facilities must be readied, and equipment purchased.

Growth Strategy 4: Diversification
Develop new services and use them to w in new clients. As you can imagine,
this strategy involves the highest level of risk and may take the longest
amount of time to bear fruit. The reasons are obvious: You will be
attempting to market services you have never provided in the past, to a
market segment you have never served before. The tasks involved are not
easy. First, you must successfully identify the target market’s service needs.
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Then, you must bring those service capabilities on-line. Finally, you must
launch a promotional campaign, and win new clients.
This strategy only makes sense when you have identified a new market
segment with excellent potential, and you believe most of the segments you
currently serve offer limited opportunity. Finally, you must ensure that the
target market is not already well served by one of your key competitors.

PROMOTING FIRM SERVICES
Now that you have targeted desirable market segments and determined
which growth strategy(ies) to pursue, it is time to develop a promotional
plan. The mix of marketing tactics you use will depend in large part on the
nature of your objectives. If a primary objective is to retain current clients
and/or sell additional services to current clients, your plan might revolve
around getting everyone in the firm to do the following:
■ Consistently deliver excellent service,
■ Maintain regular contact with all key clients,
■ Find ways to demonstrate a personal interest in each client’s affairs, and
■ Take the time needed to understand client’s needs, even if not all of that
time can be billed.
If, instead, your focus is on winning new clients, your plan might include
these strategies:
■ Increasing awareness of the firm in target markets,
■ Identifying and cultivating qualified prospects,
■ Developing a network of referral sources,
■ Creating opportunities for face-to-face contact,
■ Developing personal relationships with key prospects, and
■ Delivering proposals and closing.
The marketing tactics you employ will be influenced by the kinds of
goals and objectives you have established for the firm. Because specific
marketing tactics are explored in such detail later in this book, they are not
discussed here. Suffice it to say that your choices should be governed by an
overriding set of marketing objectives.

PROFESSIONAL SELLING
To many who provide professional services, the word selling has a negative
connotation. This is because they believe selling represents the act of
convincing people to buy things they do not really w ant or need.
While some salespeople do push unneeded products, professional
selling, by its very name, should be seen in an entirely different light. It is, in
fact, the act of helping a prospect to identify his or her real needs, and of
demonstrating how your firm is best equipped to satisfy those needs.

12
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The Client Purchasing Process
The prospect will buy when he or she feels his or her needs (or expecta
tions) have been met. These needs or expectations tend to fall into one of
three categories: service expectations, personal needs, and motivational
forces.
Service E xpectations. The prospect is usually quite clear about his or her
service expectations. These can include technical competence, industry
expertise, the ability—and willingness—to anticipate and solve problems,
timeliness, and value for the fee.
Personal N eeds. Here we refer to the kind of relationship the prospect
expects. He or she may be looking for trust, rapport, empathy, personal
attention, and sociability. Again, the importance of these factors will vary
from one individual to another.
M otivational Forces. Finally, your prospect may have some motivational
needs, usually on a subconscious level, that may affect his or her choice of
accountants. These can include the drive for survival and security, having a
sense of belonging, or achieving recognition or power.
The more you know about the prospect, and the better you understand
his or her needs, the more effective you will be throughout the selling
process. Because no two individuals are exactly alike, your challenge will
be to find out w hat those expectations are. Take the time to identify your
prospect’s service expectations, personal needs, and motivational forces,
and address them all in the course of the selling process.

The Selling Cycle
The process of convincing a prospect to select your firm usually involves
more than one meeting. What follows is a description of a typical selling
cycle (or sales process). The steps described can apply either to the
substance of a single meeting, or may be pertinent to what goes on in two or
more sessions.
Preparation. Before your first meeting with the prospect, review all
available information about the prospect’s company, key personnel, and
industry. Identify major issues and probable areas of concern. If the
prospect has been referred to you, ask the referral source if he or she can
shed any light on the situation. For instance, you might be able to learn why
the prospect is looking for a new accounting firm, what he or she wants
from the new firm, and what criteria he or she will use when making a
selection.
Planning. Establish what it is you want to accomplish at this meeting. Do
you want permission to study financial statements, or are you going to try to
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collect information about what the prospect needs? Are you going to ask
questions about the prospect’s decision-making process and time frame?
Find out who will be present at the meeting from the prospect’s firm,
and then decide who should represent your firm. It is best to keep the
numbers even. Establish a role for each firm member participating in the
meeting.
The M eeting. Project enthusiasm and engage in casual conversation until
the prospect seems to be at ease. Try to determine what type of personality
you are dealing with. The prospect’s style of communication should
influence how you approach the selling process. If the prospect is action
oriented, be crisp and get to the bottom line quickly. If the prospect is
analytical, your presentation should contain enough detail to satisfy his or
her need to understand how you arrived at your conclusions and recom
mendations.
A clear understanding of the prospect’s needs requires active listening.
Probe with open-ended questions to discover what the prospect really
needs from an accounting firm. Show that you understand the prospect’s
needs by restating them in your own words. Try to find out how and when
the final decision will be made, and who will be involved in making it.

U seful Tips for the Selling Cycle
In professional selling, the focus should always be on the prospect
and his or her needs, not on the technical merits of your services. As
a result, when you meet with the prospect, your objectives should
include putting the prospect at ease, gaining the fullest understand
ing of his or her business and personal wants/needs, working with
the prospect to define the best solution, and convincing the pros
pect that you have the expertise and practical experience—as well
as the desire—to fulfill his or her requirements. Here are some
useful tips for accomplishing these goals:
■ Establish rapport, and show the prospect you are personable,
sensitive, and responsible,
■ Demonstrate your interest in the prospect as well as his or her
business,
■ Try to identify the prospect’s real concerns, both professional and
personal,
■ Review how your firm has dealt with similar situations,
■ Suggest approaches to solving the p rospect’s problems, and
involve the prospect in this process, securing feedback through
out,
■ Arrive at a solution that the prospect can endorse,
■ Continually reassure the prospect that you understand his or her
needs, and are committed to satisfying them, and
■ Obtain the prospect’s agreement to move forward.
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Always focus on how you will meet the prospect’s needs. Offer relevant
examples that prove you are experienced in the service areas the prospect
might use. This is a good example of the client-centered approach we
discussed earlier in the chapter.
Closing. The meeting should close with a request for the work. If it is too
soon for such a step, then you should get the prospect to agree to another
meeting. For example, you might arrange a return visit to study the
prospect’s financial statements and tour the facility. Or the meeting’s
purpose might be to deliver your final proposal and present key messages to
decision makers.
All too often, the seemingly obvious step of the closing is overlooked. If
you are uneasy with an overt request that your firm be chosen, consider the
following approaches:
■ “How do you feel about our approach to dealing with your problem?”
■ “When would you want us to get started?”
■ “Are there any issues we haven’t dealt with to your satisfaction?”
The prospect’s responses to these trial closing questions will provide
clues as to how close he or she is to making a decision. It is perfectly natural
for the prospect to raise objections at this stage. Expect it, and be prepared
to respond. After all, the prospect is about to make an important decision
and needs assurance that he or she is making the right one. Objections
might also arise because the prospect does not fully understand what is
being offered, he or she has a real problem with what you propose, or is
unwilling to make a commitment at this time. Oftentimes, reassurance and
clarification are what the prospect is really looking for. When the prospect
has agreed to what you have proposed, thank him or her and prepare to
leave.
Follow-Up. Contact your prospect soon after the meeting to answer any
questions, clarify action steps, and provide additional detail. Respond
quickly to any requests, and deliver on all promises you may have made.
Most accountants entered their profession secure in the knowledge that
they would not have to sell for a living. Unfortunately, times have changed
and this is no longer the case. But selling need not be an unpalatable
necessity. After all, selling accounting services really involves putting
prospects at ease, getting them to explain what they want, then demonstra
ting how your firm can and will satisfy those needs in a responsive and
cost-effective manner.

CONCLUSION
The marketing of professional services requires an understanding of a wide
array of concepts and mastery of numerous skills. This chapter has
provided the foundation, thus preparing you to tackle the work—and reap
the rewards—of the process.
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THE MARKETING PLAN: AN
AUDIT-BASED APPROACH

August J. Aquila, PhD
Senior Vice President, Practice Development Institute
Chicago, Illinois

INTRODUCTION
Great marketing tactics can take time, money, and a great deal of sweat to
plan and execute. CPAs who appreciate the power of marketing are
frequently anxious to jump right into the implementation process without
doing any planning. But do they really know what the marketplace wants
from them? Sometimes gut feelings are right, but few firms can afford to act
on intuition alone.
Investing marketing dollars with confidence requires a thorough under
standing of your practice, its people, the marketplace, and your competi
tors. An audit-based marketing plan lets you do just that. This chapter
provides both the theoretical and practical knowledge needed to (1)
perform a marketing audit, (2) develop marketing objectives and strategies,
and (3) implement the plan through an integrated approach.
A marketing audit and plan takes time, it is true. Even if you employ a
consultant, only you can answer the questions and address the issues this
process will raise. But the benefits can be tremendous. The planning
process itself can infuse your partners and staff with a common sense of
purpose. And when you are done you will be able to invest marketing
dollars with confidence, knowing that of all the marketing opportunities
available, you have applied personal and financial resources to those
offering the greatest potential.
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PERFORMING A MARKETING AUDIT
A marketing audit is a systematic approach to gathering the information
needed to prepare an effective marketing plan. It is the equivalent of taking
a highly detailed snapshot of your firm—its people, clients, economic
environment, competitors, and history—and ultimately enables you to
develop a market positioning strategy statem ent that will underlie the firm’s
marketing plan.
Here are examples of the kinds of information usually gathered in a
marketing audit. As you can see, the audit subject areas fall into two broad
categories:
■ The external analysis, which involves evaluating the marketplace, key
competitors, and the general economic environment, and
■ The internal analysis, which includes evaluating the client base, the
quality and scope of services currently provided to clients, and personnel.
Exhibit 2.1 gives an overview of the marketing audit.
EXHIBIT 2.1

The Marketing Audit: An Overview

External Analysis
■ Assess the competition. Identify principal competitors, collecting
information about their key people, services, pricing, and promo
tional activities, as well as their strengths and weaknesses.
■ Determine m arket size. Identify how many businesses fit your target
client profile.
■ Study the economic environment. Determine which local industries
are growing and which are in decline.
■ Identify industry trends and regulations that are pertinent to your
clients. Study any regulatory constraints that could have an impact
on your clients.
■ Research state restrictions on marketing.
■ Find out what your clients think of you. Survey client opinion about
the firm and the services they currently use, and assess their
knowledge of all firm services.

Internal Analysis:
■ Review client services.
■ Study existing clients. Segment the client base by standard industrial
classification (SIC) code, services used, location, size, annual fees,
profits, and how obtained.
■ Assess personnel. Evaluate the technical and marketing skills of
partners and professional staff.
■ Conduct an employee attitude survey. Find out how staff feel about
the firm, its future, and its current approach to marketing.
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The Importance of Full Participation
While high-level planning is usually a prerogative of the partners, great
marketing calls for the full involvement of everyone who will be asked to
participate in the firm’s business development efforts. Of course not
everyone—perhaps not even all of the partners—will be wildly enthusiastic
about participating in this planning process. But embracing a democratic
process w ill help to foster an atmosphere of creative thinking and active
participation. And, the more your people know, the faster the firm can move
when confronted with a new business opportunity.

The Process
To facilitate the information-gathering process, use survey instruments like
those described in Appendix 2.1. A few of the survey instruments, such as
the analysis of the firm’s client base, can be filled out by the managing
partner or the individual in charge of the planning process. But most are far
more powerful and effective if completed by everyone who will have some
responsibility for the firm’s marketing efforts—from the receptionists to the
managing partner.
What is the best way to elicit candid and thoughtful responses from firm
members? One approach is to distribute the surveys and ask each respon
dent to fill his or her forms out separately. If you guarantee confidentiality,
you might elicit more candid—possibly negative—observations.
A second approach is to ask an in-house marketing professional or
outside consultant to conduct one-on-one interviews. This can be far more
effective than asking respondents to write down their answers, as a skilled
interviewer can rephrase questions and pursue interesting lines of thought,
thus eliciting considerably more information from each participant. And, if
you feel it is necessary, you can still preserve respondent anonymity.
Another approach is to bring everyone together to discuss the survey
questions in a brainstorming session. If you choose this option, appoint a
skilled facilitator. This person must keep the discussion focused and ask
pertinent open-ended questions. The facilitator should also work to draw
remarks from everyone in the meeting, and prevent any one person from
dominating the discussion. See Appendix 2.1 for a review of survey
instruments.

Identifying Marketing Strengths, Weaknesses,
Opportunities, and Threats
Once the marketing audit results have been collected and tabulated you will
be able to identify the firm’s internal strengths and weaknesses, as well as
the opportunities and threats posed by the marketplace and key competi
tors. Specifically, your findings will help you to identify the following:
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■ The industries or service categories the firm excels in, and w hether they
have the potential for growth.
■ The services the firm should bring on-line because of anticipated client
demand and those the firm should discontinue because demand is
expected to decline.
■ Competitors that present a threat to the firm, either because of their
aggressive marketing strategies, preeminence in fields the firm wishes to
serve, or perceived superiority in client service.
■ Economic and environmental forces that might influence the firm.
■ Staffing and training requirements.
■ Specific weaknesses (for example, in some aspect of service quality) that
must be addressed before launching a comprehensive marketing program.
Again, it is a good idea to present key findings to all firm members and to
solicit comments and ideas on the spot. Even relatively inexperienced staff
can be highly creative if encouraged. You will find the time spent in these
meetings to be an excellent investment.

DEVELOPING MARKETING OBJECTIVES AND
STRATEGIES

Developing Objectives
Marketing objectives spell out what you want to accomplish. They should
be specific, stating the desired outcome in measurable terms. Many topics
above and beyond the effort to increase firm billings can be addressed: The
objectives you choose depend in large part on the weaknesses and threats
you want to alleviate, and the strengths and opportunities you want to
exploit.
For instance, you could have objectives regarding the opening of new
offices, improving realization or utilization percentages, introducing new
services, or penetrating new markets. Here are some examples:
1. To increase visibility in the health care industry by making at least five
presentations to trade and professional associations between now and
the end of the year.
2. To acquire four new computer consulting engagements, each valued at
$___ , by July 1 , 199_.
3. To merge a two-person CPA firm into my practice within 18 months. The
firm will bring expertise in state and local taxation and estate planning.
Make sure your objectives are relevant and useful by asking the following

questions:
1.
2.
3.
4.
5.
6.

Can we realistically achieve this objective?
Are there any obstacles that will prevent us from achieving it?
Is this objective worth the time and money required?
Is this objective measurable?
Can this objective be accomplished in the time allowed?
Does it support the firm’s mission statement?
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Although they act as a foundation for designing your marketing program,
you should be prepared to change these objectives as conditions change
and circumstances warrant.
Finally, to make sure your objectives become everyone’s objectives,
involve your staff in the goal-setting process. The more they participate, the
more they will feel a sense of ownership, and this will only improve your
chances for success, because the implementation process will depend on
people who have chosen to act as champions of a particular objective, and
who will not sleep at night unless the objective is being met.

Selecting Your Strategies
A strategy is a statem ent about how you will accomplish one or more of the
objectives you have set out for yourself. The strategies you choose will
depend in large part on the problems you want to solve and the opportuni
ties you will try to exploit. Here are some examples:
C ost Reduction. As new forms of technology and automation enter the
workplace, it is increasingly possible to achieve a competitive advantage by
using them to reduce the cost of service delivery. Examples include using
tax processing service bureaus or in-house tax preparation software.
Standardizing production processes can also reduce costs. Smaller firms
can explore sharing facilities, computers, and personnel.
C lient Service. In a high-contact personal service industry the quality of
the relationship between the client, the service provider, and the firm is
paramount.
Firms can work to strengthen ties with clients by making sure they
receive exactly the kind of service they desire. In order to accomplish this
objective, a system for continuously measuring client satisfaction and
resolving problems should be put into place. Sample strategies include
regular use of client satisfaction surveys, investing in staff development,
and broadcasting quality standards within the firm.
Service Delivery Enhancement. Service delivery enhancement falls into
two broad categories. The first revolves around timeliness. Clients may be
satisfied with the scope and cost of your services, but dissatisfied with your
inability to deliver them in a timely manner. The second category revolves
around client convenience and comfort. Consider your office location: Is it
easy for clients to find? Look around at your office with a fresh eye: Are
reception areas and offices clean, tidy, and attractive? Sometimes a firm just
needs a good facelift to improve clients’ perception of service convenience
and comfort.
Market Segm entation. For years, consumer and business-to-business
companies have developed marketing strategies for their products and
services based on A nsoff's Product/Market Expansion Grid. A traditional
method for developing strategies is to examine market segments (new or
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existing) and products or services (new or existing) to determine which
ones offer the most potential for business development, at the least possible
cost. Figure 2.1 shows the strategies that are available.

FIGURE 2.1*1

Product/ Market Expansion Grid
Current
Products

New
Products

Current
Markets

1. Market
penetration
strategy

3. Product
development
strategy

New
Markets

2. Market
development
strategy

4. Diversification
strategy

M a r k e t P e n e tr a tio n S t r a t e g y . This strategy is based on the assumption

that the firm’s growth can best be achieved by selling services that are
already on-line. In other words, you expect to generate new revenues by
using these two techniques:
1. Cross-setting: Getting existing clients to use more of your services.
2. Obtaining new clients: Seeking out new clients possessing the same
characteristics as your existing clients. As a result, you will not have to
develop new services because the services required by these segments
are already on-line.
Of the four market segment strategies, this one involves the least
amount of risk because growth depends on seeking out new clients from
markets you already serve and are familiar with. Nevertheless, you will
almost certainly have to take new clients away from local competitors. To
do so, you must use a positioning strategy that lets you distinguish your
services from those of other CPA firms.
To determine how each firm poses a potential threat, compare it to
yours, using Figure 2.2, a positioning grid that illustrates the status of four
different firms: Firm A = 0; Firm B = []; Firm C = A; Our Firm = V.

1A dapted and reprinted by permission of Harvard B usiness Review. An exhibit from
“Strategies for Diversification” by H. Igor Ansoff, September/October 1957. Copyright © 1957
by the President and Fellows of Harvard College; all rights reserved.
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Positioning Grid
1. Expensive
2 Full
Service
3. Aggressive
4. Innovative
5. Timely
Service

6. Good
Value
7. Good
Reputation

Inexpensive
Limited
Service
Nonaggressive
Conservative
Late
Service
Poor
Value
Poor
Reputation

The bottom line is that to identify your best positioning strategy, you
must be able to answer the question: “Why us? Why should a client choose
us, when there are three other CPA firms who say they can provide the same
service?” Examples of a positioning strategy include aggressive pricing, or
having partners widely known for innovative problem solving, among other
things.
M a r k e t D e v e lo p m e n t S t r a te g y . This strategy assumes that growth will

come by promoting the firm’s current services to new market segments.
Because one of the two variables is new—the market segments—this
strategy brings with it a higher level of risk. Here’s an example: Your firm
has developed expertise in estate planning for physicians, and you now plan
to market this service to law and architectural firms.
P r o d u c t D e v e lo p m e n t S t r a t e g y . As was the case with the market

development strategy, there is one known and one unknown variable. Now
you plan to develop new services and offer them to existing market
segments. For example, starting up a litigation support service for existing
law firm clients, or mergers and acquisition work for closely held corpora
tions, or pension plan consulting for individual clients.
D iv e r s if ic a tio n S t r a te g y . Here, both variables are unknowns. Your plan

is to develop new services, and market them to new segments. You are
familiar with neither the clients to be served nor the services to be offered.

An example is a CPA firm that decides to train physicians in the area of
third-party reimbursements, when the CPA firm has no experience serving
physicians and no prior knowledge of how third-party reimbursements
work.
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Strategy Selection
By comparing the information you now have about your client base,
and about the market, you can determine which market segments to
pursue aggressively, and which to devote little, if any marketing
resources. The following is a list of four scenarios you might employ in
pursuing specific market segments. Figure 2.3 illustrates how these
four approaches relate to one another.

FIGURE 2.3

Market Segm ents Grid

1

2

HIGH
Market
Attractiveness
LOW

(Highly attractive market/
weak position)

(Highly attractive market/
strong position)
4

3
(Less attractive market/
weak position)

(Less attractive market/
strong position)

Firm’s Market Position
WEAK

DOMINANT

1. Invest fo r long-term growth. When you have identified a highly
attractive market segment in which you currently have little or no
market share, the best way to respond is to invest for long-term
growth. Marketing dollars spent today will not yield short-term
results: It will take time for your firm to build up a presence and a
reputation in this segment. Ultimately, however, your investment
will pay off in new business.
2. Invest to capitalize on existing market dominance. When a firm
dominates a highly attractive market segment, it is in the best of all
possible worlds. The firm’s only challenge is to win even more clients
from the segment. It makes excellent sense to invest marketing
dollars here because they should pay back dividends quickly.
3. Pursue new clients, but only the best opportunities. A firm’s
response to an undesirable market segment in which it has little
presence is to be very selective in its pursuit of new business.
Indeed, the firm might only seek out new clients from this segment
when there is some compelling reason for them to do so.
4. Manage existing relationships to m a in ta in current m arket share.
If you discover that one of the market segments you presently serve
is in decline, your best bet is to serve existing clients well, and so
keep them satisfied, but not to seek out additional opportunities.
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Selecting the right strategy for your firm can be quite a challenge. To
select the strategies that best suit your needs, consider these four questions:
1.
2.
3.
4.

How does the strategy fit the organization?
Does the firm have sufficient resources to support it?
Do the economics of the strategy make sense?
How is the market likely to react to this strategy?

Your firm may find that it wants to pursue more than one market segment,
and therefore, more than one strategy at one time. That’s all right, as long as
they don’t conflict, and you have the resources, both human and financial,
to carry them out.

IMPLEMENTING THE MARKETING PLAN
The marketing audit is complete, and objectives and strategies have been
established. Now you can develop tactical marketing steps designed to
achieve those objectives. Your findings in the first two stages of the
planning process will help you to determine exactly what your marketing
“action items” will be.
As you enter into this final phase of the marketing planning process, ask
the following questions:
1. Will the managing partner and executive committee actively support the
plan?
2. Are those responsible for implementing the plan committed to it 100
percent?
3. Have you assigned one person to be responsible for the overall plan and
one person for each of the plan’s major segments?
4. Has the firm developed an internal marketing awareness and culture?
5. Is there a program for recognition and reward?
To assure the success of your marketing investments, you must be able to
answer each of these questions with a “yes.” The last point is of particular
importance. It is essential to develop a marketing plan so the various
marketing tools work together. Figure 2.4, the marketing funnel, illustrates
a basic approach that enables you to maximize all marketing opportunities
by selecting the most appropriate marketing mix. The application of the
marketing funnel offers four important benefits:
■ It requires you to think in terms of a sequence of marketing activities, not
just individual events.
■ It causes you to direct your marketing activities with a common theme.
■ It makes you direct your marketing activities to successively smaller sets
of the target market.
■ It requires you to use marketing tools to select and qualify your targets
and for your targets to select and qualify themselves.
Figure 2.4 illustrates how your marketing activities can be orchestrated
to draw prospective clients into closer and closer proximity with the firm.
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The Marketing Funnel

PROSPECTS
BROADCAST
Broad Message,
Large Audience,
One Way, and
Highly Leveraged

Advertising
Public Relations
Direct Mail
Newsletter

MID-RANGE
General Message of
Shared Interest,
Medium-Size Audience, and
Interactive (One to several)

Associations
Seminars
Chamber o f Commerce
Management Questionnaire
Roundtable
Referral Program ____
Open House

TARGET
Specific Individual,
Interactive (One-to-one),
Unleveraged, and
Specific Message

Target Calling
Program
Follow-Up
Meetings

CLIENTS

Let’s review these three categories of marketing activity:

Broadcast-Level Activities
Broadcast marketing includes advertising, public relations, direct mail, and
newsletters. They can create awareness of and interest in the firm and its
services. Broadcast activities reach large audiences at a relatively low cost
per impression. However, communication is generally one way—from you
to your target audience.

Mid-Range Activities
Mid-range activities help to bring prospects who may already be aware of
your firm into direct contact with its representatives, where they can
acquire information that is pertinent to their particular concerns. Seminars,
association meetings, chamber of commerce functions, roundtables, refer
ral source development programs, open houses, and management surveys
fall into this category. Although they reach a smaller audience at any one
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time, they offer the possibility for conveying a more tailored message. And,
because firm representatives are always present, the opportunity for
two-way communication is assured. On the other hand, these activities are
not as highly leverageable as those described in the broadcast category.

Target-Level Activities
Target-level activities are geared toward prospects who are in the “buying”
phase of the cycle. They are actively looking for a new accounting firm, but
have not yet made their selection. Target-level activities usually involve
one-on-one communication and cannot be leveraged at all. Still, they are
very important and worth the cost because they create the opportunity to
convert prospects into clients. The principal activities falling into this
category include follow-up on leads generated by seminars and direct mail,
proposal presentations, sales calls, and other types of face-to-face meetings.
By using the funnel concept when you plan your marketing program,
you can work to screen the market selectively for the best possible
prospects. At the same time, the marketplace is screening you, and you need
only apply yourself to pursuing those opportunities that offer the highest
promise. With proper planning, you can eliminate the risk of squandering
highly leveraged and costly marketing activities on individuals and firms
who may not represent the best opportunity for your firm.

Tools for Implementing Specific Activities
Managing the implementation phase of your plan will be a challenge. To be
more efficient, consider using the following tools:

Time Line for Im plem entation. This is an overview of the marketing
activities you will execute in the next 12 months. Figure 2.5 provides a
sample time line for a tax practice.

Work Plans. Using the time line as a guide, develop a work plan for each
marketing activity planned. Figure 2.6 illustrates sample work plans in
support of the time line. Work plans force you to break each project down
into discrete action steps. You will also have to assign responsibility for
each action item, determine how many hours are required to complete the
task, and establish start and completion dates. There is also a column for
the actual completion date so you can monitor your progress in meeting
self-imposed deadlines.
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5. What are their strengths? Specify aggressive, innovative, timely
service, value for dollar, reputation, and so on.
6. What are their weaknesses? Specify overly conservative, limited
innovation, slow service, overpriced, poor reputation, and so on.
7. Who are their biggest clients?
8. How does the firm differ from ours?
9. Has this firm taken any important clients away from us?
10. Given the key industries we serve, or intend to serve, do any of these
firms pose more of a threat to us than others?

W orksheet 7: C lient Service

EXHIBIT A2.7

Quality client service is in the eyes of the beholder. There is only one way to
determine what kind of job you are doing, and that is to ask your clients.
With this client survey instrument, you will be able to identify what your
clients value most about your services.
The benefits of having this kind of information go beyond being able to
keep clients satisfied, and to resolve any problems relating to service. Once
you know what makes your firm “best,” you can communicate this
information to prospects. Note that it is also a good idea to ask firm
members to fill out this survey at the same time. It can be very enlightening
to compare the comments of your clients and your personnel.
1. How satisfied are you with the firm’s services in each of the following
areas (please check):
Very
D issat
isfied
a.
b.
c.
d.
e.
f.
g.
h.
i.

Slightly
D issat
isfied

Slightly
Satis
fie d

S a tis
fie d

Overall quality
Responsiveness
Range of services
Getting work done
on time
Being accessible
Being a business
adviser
Receiving value for
fees paid
Understanding your
business goals
Understanding your
personal goals

2. Would you recommend this firm to others?
3. Have we asked you for referrals?
4. Would you refer us to your trade/professional association?

Very
Satis
fie d
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1.0
.5
1.0

Admin.

3.0

1.5

1.0
3.0
.5
1.5

1.5

3.0

1.0
1.5

3.0

4.0

1.0

Partners
Admin
Partners
All
Partners
Admin.
All

2.0

2.0

All

2.0

1.0
1.0
1.0

Admin
Admin
Admin

Partners

2.0
6.0
6.0
2.0

S taff

Admin
Admin
Admin
Staff

2.0

Managers

4.0

2.0

Partners

Estim ated Hours

Admin

Admin
Admin
Admin

Responsible

Sample Work Plan: Open House

A. Set date for open house.
B. Alert staff of open house.
C. Circulate list of attendees for
team to invite those not on list.
D. Identify and hire beverage and
food supplier.
E. Prepare invitations.
F. Mail invitations.
G. Make name tags.
H. Prepare display of materials to
showcase.
I. Decide on “selling message” for
open house.
J. Circulate attendee list.
K. Review parking facilities.
L. Identify personnel to register
and greet guests.
M. If attendance response is low,
implement a calling program.
N. Prepare follow-up letter with
sell message.
O. Prepare follow-up letter.
P. Prepare opening remarks.
Q. Implement open house.
R. Give opening remarks.
S. Send out follow-up letter.
T. Have debriefing session.

D escription

FIGURE 2.6

Date

Targeted
Actual
Com pletion D ate Completion
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A Word About Providing Recognition and Reward
Even with an aggressive and well-executed marketing program it will take
time to see results. Looking at the professional services selling cycle, there
are five key stages:
1.
2.
3.
4.
5.

Generating new leads,
Setting up a meeting,
Interviewing the prospect,
Preparing a proposal, and
Presenting the proposal and asking for the work.

To keep momentum going you need to recognize achievements in each of
these stages even if they do not produce immediate results in the form of
new work for the firm. The type of recognition and reward you offer
depends in large part on the culture of your firm, but make sure you have
some system in place. (For more information on incentives, see Chapter 24,
“Incentives: Specific Tools for Motivating Accountants.”)

CONCLUSION
As we have seen, marketing is a process that follows a logical sequence. The
first step is to conduct an internal and external audit of your firm, and in so
doing, identify the firm’s strengths, weaknesses, opportunities, and threats.
The second step is to develop objectives, then strategies for achieving those
objectives. The last stage involves implementing the plan by developing a
proper marketing mix and defining action steps.
To make the marketing plan become a reality, follow these basic
guidelines:
■ “As it is written, so it shall happen.” Marketing plans are far more likely to
be carried out if specific goals are developed and written down. See
Appendix 2.2 for a sample marketing plan.
■ Identify one person in the firm who holds the respect of key partners, and
put him or her in charge of managing and overseeing the firm’s marketing
function.
■ Nominate a chairperson for each key area of the marketing plan, and let
them know they are responsible for making things happen.
■ Continually monitor the progress of the plan. Require monthly marketing
activity reports from anyone who has a role in executing the plan. Every
member of the firm involved in carrying out the plan should be held
accountable for their actions—or lack thereof.
■ Never use “busy season” as an excuse not to market. Marketing activities
must take place year round.
■ Make sure your internal systems support the firm’s marketing efforts.
Basic systems you will need in place are as follows:
• a client and prospect tracking database,
• tracking systems for new business brought in, referrals received
and given, and potential business in the pipeline, and
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• monthly reports to firm personnel regarding the successes and status
of the marketing plan.
Finally, your marketing plan will be successful if you develop a firmwide
marketing attitude. You need to be fully committed to the plan if you want
staff to follow your lead with enthusiasm. With patience, consistency, and
perseverance your plan can become a reality, and you will reap the benefits
of your efforts.

2 . 1
APPENDIX

THE SURVEY INSTRUMENTS

EXHIBIT A2.1

W orksheet 1: Firm Profile
This survey form encourages the firm to answer such questions as “Who are
we?,” “What is our background and experience?,” and “What is our current
makeup and personality?” Questions are also asked about the firm’s
mission statement, the number of professional staff and their billing rates,
how the firm is organized to serve clients, significant service areas, current
marketing activities, fee volume, and how the firm is governed. The
information gathered here is factual in nature, not subjective.
Note: Some CPAs may ask why organizational, management, and
partnership issues are addressed in the course of preparing a marketing
plan. If a firm wants its marketing plan to succeed, it m ust ensure that every
aspect of the firm has been structured to facilitate and support it. For
example, a CPA firm can unwittingly undermine its own program by
maintaining performance standards that only value a staff member’s billa
ble time. This policy, and others like it, can act to dampen enthusiasm for
the marketing effort.
1.
2.
3.
4.

Year the firm was founded.
Names of founding partners.
Who was the first substantial client?
How many partners, managers, and staff are in the firm, and what are
their current billing rates?

Partners

Billing rates

Managers
Staff

Billing rates
Billing rates
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5. How is the firm organized to serve clients—by department, team,
other?
6. How would you describe the typical client?
7. Does your firm have a mission statement?
8. Does it have a one-year business plan?
9. What marketing activities does the firm do right now?
10. How successful are they?
11. What is this year’s projected fee volume?
12. How do these fees break out by service area, and by type of client?
13. What were gross fees for the last five years?
14. What is/are this firm’s area(s) of specialty?
15. Have there been any mergers in the last five years?
16. What is average partner compensation?
17. How is the firm governed?
Who makes pricing decisions?
What is the equity distribution of the partners?
How is partner compensation determined?
Who handles day-to-day operations?

EXHIBIT A2.2

W orksheet 2: Partner/Staff Profile
This questionnaire is designed to unearth the ideas, perceptions, and
concerns of your fellow partners and staff. In contrast to worksheet 1, this
questionnaire focuses on firm members’ perceptions concerning the firm’s
greatest strengths and weaknesses, as well as its most promising opportuni
ties and significant threats. It also encourages people to express their
personal and professional goals.
One of the benefits of this survey instrument is that it may help you to
discover whether or not everybody perceives the firm in the same way.
Sometimes, even staff members are unaware of all the firm’s client services
and key selling strengths. If you discover this to be the case in your firm,
consider launching an internal communications program that disseminates
information about the firm’s marketing position, objectives, and strategies.
Plans that succeed are plans that come from your people. This can’t be
just your plan, it needs to be everyone’s plan, because people will only buy
into it if they feel you have acted on their input.
1. What is your area of expertise?
2. What should be the firm’s highest priority during the next year? Next
three years?
3. How should the firm accomplish these priorities?
4. What are the major problems facing your firm?
5. What are your firm’s greatest strengths?
6. Why would a client want to retain your firm?
7. What are your professional and personal goals?
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8. Which areas of the practice have the greatest growth potential and
why?
9. Which areas of the practice have the greatest loss potential and why?

EXHIBIT A2.3

W orksheet 3: Trends Affecting the Firm
The main objective of this survey is to identify significant opportunities and
challenges that the firm must confront before launching its marketing
program. For example, you might discover you are losing clients because
they feel your fees are too high. While this is also a marketing problem, it is
primarily a pricing problem that cannot easily be remedied with marketing
tactics alone. Problems like this can become a serious obstacle to the firm’s
progress and hamper its marketing effort, so it is imperative they be
identified and resolved in the course of the planning process.
1. Rate each of the following from 1 to 10 (1 = no threat; 10 = strong
threat):
a.
b.
c.
d.
e.
f.
g.

lack of available talent
increasing sophistication of clients
fee pressure from clients
reduced client loyalty
aggressive marketing by competitors
staff turnover
firm mergers and acquisitions

2. What opportunities or threats do these trends present to your firm?
3. How is the economy and changing demographics affecting your firm?
4. What will your firm do between May and August to achieve its growth
and profitability goals?

EXHIBIT A2.4

W orksheet 4: C lient Base/M arket Depth
The purpose of this survey is to take a close look at the firm’s client base,
and to determine how it is distributed. One of the key questions this study
will help to answer is whether or not there are any market segments in
which the firm is already a strong player. Likewise, it will be possible to
determine how much of a presence the firm has in market segments that
have been identified as desirable, because, for example, they are rapidly
growing, or because they are not well served by any local competitors.

For example, your audit of the firm’s client base might uncover the fact
that you serve quite a number of hardwood floor manufacturers. You also
discover that some of their needs are specialized, and you have developed a
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reputation within that industry for solving problems quickly and cost effec
tively. Assuming the industry is thriving, these findings should help you draw
several conclusions. First, this is a client group you will work to keep satisfied,
and second, this is a market segment that should be targeted for further
development.
Note that a market segment need not be identified by industry type. The
client base can also be broken down by revenue range, geographic location,
and type of ownership.
Regardless of the selection criteria used, the underlying assumption is that
it will always be easier for you to market your services to industries you
already know well and serve effectively. If your client base is already in some
sort of computerized database, it should be fairly easy to conduct this part of
the marketing audit. If it is not, this might be an ideal time to automate. (For
more information about this subject, see Chapter 12, “Databases.”)
1. Segment and count your client base, using the following criteria:
■ Standard industrial classification (SIC)
■ Fee volume
■ Type of service used
2. Segment and count your client base, using their annual revenues as
the criterion:
■ Less than $1 million
■ $1 to $4.9 million
■ $5 to $9.9 million
■ $10 to $19.9 million
■ $20 to $50 million
■ More than $50 million

3. For the three to five largest groupings of clients (by SIC code),
segment them again according to their revenues:
■ Less than $1 million
■ $1 to $4.9 million
■ $5 to $9.9 million
■ $10 to $19.9 million
■ $20 to $50 million
■ More than $50 million
4. How well do you cross-sell services to these key clients?
5. Look at the top 20 percent of your client base (based on fee volume).
What services are you offering them now, and what additional
services do you think these clients might be interested in?

6. List the top client industries identified in question 3.
How would you rate the attractiveness of those industries, in terms
of helping your firm to grow? Use the scale 1 = lowest in attractiveness,
and 10 = highest in attractiveness.
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W orksheet 5: Trends A ffecting Key C lient Industries
Awareness of the trends affecting your clients offers two important bene
fits. First, you will be able to anticipate and plan for emerging service
requirements. And second, you will be able to demonstrate your long
standing interest in your client’s industry.
Now that you know which segments predominate in your client base,
work to identify the challenges and opportunities they face and the
accounting services each will need as a result. With this knowledge you will
be ready to develop and promote important new services—ahead of your
competitors.
1. For each of your clients’ industries, what changes or trends (includ
ing those in the regulatory environment) are occurring that will
affect your clients and their demand for your services? You may wish
to focus on the three to five industries represented by your top
clients.
2. As a result of these changes, what new services will these clients
need?
3. What opportunities or challenges do these trends create for your
firm?

EXHIBIT A2.6

W orksheet 6: Com petition
Knowing your competitors—who they are and what they do—is vital. This
questionnaire enables you to gather vital information about each key
competitor. Note that not every nearby CPA firm is a key competitor. For
the purpose of this study, you need to focus on those firms that you believe
are intent on winning clients from the same market segments as you.
1. Name your key competitors.
a.
b.
c.
d.
For each of the firms listed in number 1, answer these questions:
2. What are their annual revenues?
3. How many professionals do they have?
Partners
Managers
Staff
4. What are their specialty areas?
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5. What are their strengths? Specify aggressive, innovative, timely
service, value for dollar, reputation, and so on.
6. What are their weaknesses? Specify overly conservative, limited
innovation, slow service, overpriced, poor reputation, and so on.
7. Who are their biggest clients?
8. How does the firm differ from ours?
9. Has this firm taken any important clients away from us?
10. Given the key industries we serve, or intend to serve, do any of these
firms pose more of a threat to us than others?

W orksheet 7: C lient Service

EXHIBIT A2.7

Quality client service is in the eyes of the beholder. There is only one way to
determine what kind of job you are doing, and that is to ask your clients.
With this client survey instrument, you will be able to identify what your
clients value most about your services.
The benefits of having this kind of information go beyond being able to
keep clients satisfied, and to resolve any problems relating to service. Once
you know what makes your firm “best,” you can communicate this
information to prospects. Note that it is also a good idea to ask firm
members to fill out this survey at the same time. It can be very enlightening
to compare the comments of your clients and your personnel.
1. How satisfied are you with the firm’s services in each of the following
areas (please check):
Very
D issat
isfied
a.
b.
c.
d.
e.
f.
g.
h.

Slightly
D issat
isfied

Slightly
S a tis
fie d

S a tis
fie d

Overall quality
Responsiveness
Range of services
Getting work done
on time
Being accessible
Being a business
adviser
Receiving value for
fees paid
Understanding your

business goals
i. Understanding your
personal goals
2. Would you recommend this firm to others?
3. Have we asked you for referrals?
4. Would you refer us to your trade/professional association?

Very
Satis
fie d
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W orksheet 8: Partners’ C lients
This questionnaire asks the partners to take a quick look at the status of
their five top clients. Clients come into the firm in a variety of ways and it
can be helpful to learn how the biggest ones were obtained. This survey also
lets you find out whether the top clients are expected to continue growing,
become static, or perhaps even decline in the years to come.
1. How did you obtain your five biggest clients (in term s of billings)?
a.
b.
c.
d.
e.
f.

Referral from existing clients
Inherited client (already a firm client)
Received from another partner
Personal marketing effort
Team marketing effort
Referral from banker, lawyer, other

2. For each of the clients just listed, do you expect the level of service to
(a) increase, (b) decrease, or (c) stay the same?
3. Are these your most profitable clients?
4. How have your fees for these clients changed over the past three
years?

EXHIBIT A2.9

W orksheet 9: Current Marketing A ctivities
The adage that success breeds success is quite true in marketing. It is
important to carefully analyze what activities the firm has tried in the past,
and to know whether or not they were successful. This survey also asks firm
members to discuss their comfort level with—and interest in—such mar
keting activities as writing articles, public relations, seminars, and selling.
1.
2.
3.
4.

How do you pursue new business?
How comfortable are you in executing the firm’s marketing program?
Who should be responsible for doing marketing in your firm?
In which of the following marketing activities is your firm presently
involved?
—Advertising
—Brochures
—Public relations
—Direct mail
—Newsletters

—Referral source development
—Trade show exhibits
—Surveys and specialty reports
—Speaking engagements
—Seminars

5. How do you keep abreast of what’s happening in the accounting
industry?
6. Of the activities listed in number 4, which would you personally like
to pursue more actively?
7. How should marketing results or lack of results be compensated?
8. How well does the firm cross-sell its services?
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9. How would you rate your selling skills?
10. Should your firm hold monthly marketing meetings?

EXHIBIT A2.10

W orksheet 10: Recruiting and Training
The success or failure of the firm’s marketing program depends on the
efforts of partners, managers, and staff. This survey helps you to define the
ideal person you want working for the firm and to detail the marketing skills
he or she should possess. Use this information to design a professional
education program that will help all firm members to become real market
ing stars.
1. What marketing and sales skills need to be developed?
■ Presentation skills
■ Sales training
■ Writing skills
2. Is there someone responsible for the overall training and recruiting
program?
3. Have you developed a profile of your ideal recruit?

2 . 2
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MARKETING PLAN FOR ADAMS AND BAKER

I. Executive Summary
Adams and Baker entered the 1990s following a decade of impressive
growth, in which the firm almost tripled in size. Fees climbed from $2.7
million in 1980 to $7.9 million in 1989. Fees in 1990 are expected to reach
$8.6 million. We have built our identity as the leading firm in the state
committed to improving the profitability and long-term growth of privately
held and emerging growth companies. Our client base includes a healthy
mix of industries and we will continue to pursue a well-rounded client base.
However, we will also begin to identify and focus on several specific
industries as part of our niche marketing strategy.
We believe that Adams and Baker is in an enviable position in the
marketplace. The Big 8 are now the Big 6 and we offer a refreshing
alternative to the large firms who commit their resources to giant multina
tional companies. Other large firms are experiencing hard times. Smaller
firms continue to be a competitive threat, but our marketing efforts need to
help convince potential clients that Adams and Baker is the cost-effective
solution to their accounting and business consulting needs. It is our
challenge to demonstrate that we can help our clients achieve their growth
goals.
We cannot rest on our laurels. The critical marketing challenge for the
1990s is to be perceived as the firm that provides the greatest “value” for its
clients. One long-time client recently described our guidance as “invalu
able.” Perceived “value” will be even more important over the short term as
our clients face what appears to be a deepening recession. If we focus on
using our business advisory skills to ensure that our clients and potential
clients perceive great “value” for the dollars paid, we will be well on the way
to attaining the firm’s short- and long-term growth goals.
39
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II. Situation Analysis
Over the next year, we will address the need for current market informa
tion. Three years have passed since we conducted our first client survey. It
has also been three years since the Services Rating Organization conducted
its survey of our local market. The next year should include time devoted to
research to help us fine-time our marketing strategies. In the meantime, we
perceive our status in the marketplace to be as follows:
1. 45 percent of our fees come from traditional services, 43 percent from
tax, and 12 percent come from business consulting services.
2. We have a good mix of clients, representing a wide range of industries.
3. Three years ago, our clients told us that we have a solid relationship
with them in which personal attention is highly valued. They described
us as a high-quality firm offering timely, efficient, and responsive
service. Our perceived role as an effective “business adviser” needed
improvement and clients were not aware of our full range of services
and capabilities.
4. Clients continue to be price sensitive and want perceived value.
Providing “value” is even more important than it was three years ago.
5. Adams and Baker continues to be the state’s largest regional accounting
and business consulting firm. Because of the shrinking of the Big 8 to
the Big 6, Adams and Baker is now the largest firm headquartered in the
state.
6. Three years ago, the Service Rating Organization market study con
firmed that Adams and Baker continues to have an impressive share of
the privately held business market, but smaller firms represented a
growing threat in the highly competitive marketplace. We perceive that
the smaller firms are still a major threat.
7. Although our name recognition continued to improve, nearly one-third
of the business executives still did not recognize our name three years
ago. We believe this has improved in the last three years.
8. We have been successful as an accounting firm that understands the
needs of entrepreneurial businesses.
9. The privately held business market continues to grow, offering us many
new business opportunities. The so-called hidden economy is consid
ered one of the greatest economies in the world and represents great
potential for our firm. However, we face a challenge ahead as the
recession economy is certain to impact our clients and potential clients.
10. Overall our partners and staff are somewhat comfortable in marketing.
• Strengths
1. Strong name recognition
2. Financial resources available
3. Wide breadth and depth of service, especially consulting services
4. Service oriented
5. Largest firm in area
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• W eaknesses
1. Weak image as a business consultant
2. Too few consultants on staff
3. Clients becoming more price sensitive
4. Don’t cross-sell effectively
5. Not aggressive marketers
• Opportunities
1. Expand range of services to entrepreneurial businesses
2. Develop specific niches
3. Explore growth opportunities from existing client base
4. Research merger opportunities with small firms
• Threats
1. Big 6 and smaller firms becoming more active in the marketplace, fee
pressures from competitors
2. Name recognition could be a threat—due to image as only accountants
3. Not doing enough marketing

III. Positioning
Our positioning statem ent is critical to the success of our marketing
program because it is important for us to know who we are—and who we
want to be—in order to develop and implement a successful marketing
strategy. Thus, the positioning of Adams and Baker is a process for
achieving growth by establishing and communicating a unique market
identity that can influence the market’s beliefs about the overall personality
of our firm.
Adams and Baker’s positioning statem ent is, “A proactive firm with a
creative vision for entrepreneurial businesses, in which our strong consult
ing relationships help clients achieve their growth goals.”

IV. Marketing Overview
Marketing is a journey that has no end. The following marketing plan is
designed as a road map to help us achieve our marketing objectives and
financial goals. It serves as a useful guide to keep us on course. However,
some course corrections will realistically need to be made along the way.
All of us can—and should—participate in various aspects of the program to
ensure that Adams and Baker is a market-driven firm. Adams and Baker’s
target market is family-held entrepreneurial businesses, with $3 to $20
million in revenue, in manufacturing, wholesale, and construction.

V. Marketing Goals and Strategies
1. To develop a firm w id e m arketing attitude. Our marketing program is
designed to help us achieve Adams and Baker’s practice development
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goals. The plan has the most potential for success if we have a high
degree of commitment and a positive, aggressive attitude.
Goal: In the short term, partners will be encouraged to develop
individual marketing plans. Over the long term, we will consider
expanding the individual marketing plan approach to all personnel.
Strategy: Have all partners work with marketing director and outside
consultant to complete individual marketing plans within the next two
months.
2. Position fir m as prem ier accounting fir m in the privately held busi
nesses, w ith $3 to $20 m illion in revenue, in m anufacturing, whole
sale, and construction. Adams and Baker has successfully built a strong
position with privately held companies in the small to middle markets.
Our greatest opportunities for growth lie in further expansion in selected
industries in this market.
Goal: Generate $400,000 in gross fees from new targeted clients in the
next year.
Strategy: Add one additional industry-specific newsletter a year, start
ing with manufacturing.
Strategy: Hold at least two seminars per year for each specific niche
market.
Strategy: Develop a sequel to our name recognition ad and place it in
the regional business papers.
Strategy: Have bylined articles placed in targeted industry publica
tions—two per industry.
Strategy: Cultivate industry specific referral sources through formal
group meetings at the larger offices and one-on-one luncheon meetings
at the smaller offices.
3. Promote more advisory services to our existing client base. It is far
easier to sell additional services to existing clients than to find new
clients. By encouraging clients to do more tax planning, business
planning, succession planning, and so on, we will strengthen our
relationship with our clients and enhance our bottom line.
Goal: Obtain one additional advisory service from 30 percent of Adams
and Baker’s existing clients.
Strategy: Continue to provide monthly firm newsletter to our clients
and include as many bylined articles as possible to provide visibility for
our professional staff. Produce four client profile articles each year.
These articles, which focus on a client’s business, include a sidebar
article with the client’s comments about Adams and Baker—our close
relationship and how we have helped improve their bottom line. The
client featured receives a gift from Adams and Baker as a thank-you for
participating in the profile program.
Strategy: Promote specific consulting services through direct mail to
existing clients and use a business reply card to generate leads.
Strategy: Develop client service team s to identify key needs for top
clients.
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Strategy: The annual report has been well received by our clients and
will replace the need for a firm brochure. The annual report is another
opportunity for us to demonstrate that we can—and do—solve business
problems.
Strategy: Develop sales training at various levels in our firm to educate
staff about the firm’s consultant services.
4. To obtain updated m arket inform ation to help us fin e-tu n e our m arket
ing program and ensure we are m eeting the needs o f our clients. The
role of market research is to provide us with information—not an
swers—that helps us define our position and plan for the future.
Although marketing is an art, not a science, it is still important to assess
our strengths and weaknesses and seek out an understanding of our
market position.
Goal: To obtain or have access to up-to-date information on clients and
potential clients.
Strategy: Conduct a client survey in the next five months.
Strategy: Continue to use the services of Dun & Bradstreet to analyze
the strength of various industries in our markets and to obtain data
about specific potential clients.
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THE IMPORTANCE OF
MARKETING LEADERSHIP

Frank K. Sonn en b erg
President, RMI Marketing and Advertising, Inc.
Emerson, New Jersey

INTRODUCTION
Business is at a crossroads. To remain competitive in the global market
place, changes will have to be made in the way firms are managed. The
1990s is witnessing a return to traditional values and ethics, a return to the
ways of doing business that ensure long-term relationships and loyalty not
only between firm and client, but also between employee and employer.
This new attitude is brilliantly articulated by Jack Welch, chairman of
General Electric. In his 1989 annual report to shareholders, he explained
that GE wants to become a company
where people come to work every day in a rush to try something they woke up
thinking about the night before . . . where the whistle blows and everyone
wonders where the time w e n t. . . where people find a better way, every day, of
doing things . . . where by shaping their own work experience, they make their
lives better and your company best.

It is only by invoking this spirit in your employees that you engender the
kind of custom er loyalty that gets people to stay with their bank, even when
interest rates are a half point higher across town. After all, they tell
themselves, it’s the bank where they know the manager (who was once the
teller who always greeted them so warmly).
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THE RULES OF THE NEW GAME
Given the changes that are taking place in the accounting profession,
success—even survival—requires striving for excellence in every activity.
As Buck Rodgers, former worldwide vice president of marketing of IBM,
once said, “You have to do 1,000 things 1 percent better, not just one thing
1000 percent better.” And nothing of greatness can be achieved without the
passionate support of all of your people. To this end, you must do the
following:
■ Manage employees with as much care as you do your clients:
—Develop trusting relationships with your employees,
—Recognize and reward your staff for the contributions they make,
—Demonstrate your interest in their personal needs, and
—Let them know that you see them as more than an instrument to
increase the bottom line.
■ Develop and reward excellence:
—Continually challenge your employees to learn and grow,
—Support their efforts to provide the best possible service to clients,
—Motivate them through empowerment—not fear,
—Inspire them to want to do the right things, and
—Reward excellence in ways that will encourage other employees to
emulate model behavior.
■ Communicate:
—Place as much value on communications fro m employees, as communi
cations to employees.

FIRMS MUST MAKE AN INVESTMENT IN EMPLOYEES
The leaders of tomorrow’s successful accounting firms should participate
in a never-ending search for the best and brightest people, and, once they
are hired, ensure that they are assimilated into the firm quickly and
effectively. Partners must be tireless in motivating their staff and helping
them to grow and develop both personally and professionally. Everyone
should be inspired to reach their maximum potential, and must be made to
feel a part of something exciting and that they can make a difference.
The time has passed when businesses could adopt the philosophy of
hiring “bodies” and assuming they were replaceable. The time has passed
when employers could bypass education and training because turnover was
considered to be inevitable.
Powerful shifts in this country’s demographics are already leading to a
sharp decline in the availability of highly trained employees. Weaknesses in
our public education system have made on-the-job training an inescapable
necessity. This is especially true for accounting firms, where the work
environment is technologically complex.
Trying to obtain results the old-fashioned way—by tapping into fear,
and exploiting authority—will result in lackluster work product, at best.
Employees who are driven by fear will leave, and you will be left to start

CHAPTER

3

THE IMPORTANCE OF MARKETING LEADERSHIP

47

over again. The true cost of turnover cannot be measured: It includes the
loss of established client-employee relationships and experience that took
years to develop. Each time a productive employee leaves an organization,
the ability to get things done quickly and efficiently, thanks to relationships
and networking skills, is also compromised.
The employees of the 1990s want to feel proud of the organizations they
work for. They will seek out the employers who hold values and viewpoints
compatible with their own. The new labor force is interested in businesses
that care about morals and ethics and are geared for the long haul. People
know that only an organization embracing these kinds of values will also
care about them.

SERVICE EXCELLENCE BEGINS WITH THE
FIRM’S CULTURE
Your clients will judge your firm on numerous factors, including the
impression it makes before, during, and after an engagement. That’s why it
is critical that all details, even the seemingly insignificant, are carefully
managed to ensure complete satisfaction. Remember that your firm will be
judged by its address, the impression your offices give, the way telephone
calls are handled, the professionalism of marketing materials, and the
quality of face-to-face presentations. That’s why it is so important that all
employees, at all levels of the organization, are made aware of the
following: Quality service is critical to the firm’s success; failure to provide
it is frowned on, and all initiatives in pursuit of service excellence are
rewarded.

Nothing Happens Without Great
Internal Communication
To succeed in today’s competitive marketplace, organizations must give
internal communication the priority it deserves. They must view it as a
means of releasing the creative genius of their employees, and not as a
bothersome chore. After all, communication acts as a powerful agent of
change, a source of continuous improvement, and a catalyst for moving the
organization forward.
To ensure that people are not kept in the dark, even unwittingly,
management must make a commitment to promoting free and open commu
nication throughout the organization, both vertically and across disciplines.
Internal communication should not be controlled by a select few. Instead,
management must work hard to break down any barriers to open communi
cation and create forums that encourage people to exchange ideas. In such
an atmosphere, creativity is encouraged, distrust abandoned, and everyone
works toward a common end.
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Great Firms Come From Great Ideas
When was the last time anyone in your firm came up with a great idea? Do
you welcome ideas with outstretched arms, or listen because you have to?
Do you encourage and reward innovation, or smother it with politics,
protocol, and procrastination? Do you break down old barriers, or con
struct new ones?
In this new age of competition, a firm’s ability to generate and act on
new ideas can make the difference between being a winner and an also-ran.
Creativity makes a difference at every level and in every type of organiza
tion—w hether in developing new services, managing relationships, or
finding ways to solve long-standing problems that seem unsolvable until
someone with imagination throws an old ball with a new twist. But just as
capital equipment must be properly maintained and repaired to protect its
value, creativity—an organization’s most important natural resource—must
be nurtured if it is to provide the greatest benefits.
Therefore, every aspect of the firm’s internal climate, norms, and
personal biases must be analyzed, and those that inhibit creativity abol
ished. All ideas m ust be evaluated on their merits alone, rather than on the
status of the person introducing them. And people should look for the good
in every idea, trying to add value to it, rather than trying to shoot it out of the
sky.
In some organizations, creativity is encouraged by the corporate cul
ture, its operational style, and by individual management practices; in
others, it is stymied at every turn.
Being on top of things, and controlling them, must give way to sharing and
trusting. Most of the bureaucracy that infects business institutions—the
reviews, layers, routines, and reports—all stem from a lack of tru s t.. . .
Controlling people doesn’t motivate them. It stifles them. We’ve found that
people perform better, even heroically, when they see that what they do every
day makes a difference. When they are allowed to make real contributions,
they quickly develop self-confidence. This self-confidence in turn promotes
simplicity, of action, of design, of process, of communication, because there is
no longer a need to wrap oneself in the complexity, trappings and jargon that,
in a bureaucracy, signify sophistication and status.
—Jack Welch, GE annual report, 1989

Teaching Employees the Importance of Listening
People don’t buy products for all of their features, but for the benefits that
specifically meet their needs. When they evaluate a service, a number of
highly individual and personal considerations are weighed in the balance,
including their personal interest in the service; their estimate of the impact
the service may have on their business; their prior experience, personal
prejudice, and political sensitivities; risk tolerance; and the immediate
pressures of the day. Each of these factors must be understood, and taken
into consideration every time you meet with clients or prospects. If instead
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of this personalized approach, you resort to boilerplate proposals and
canned sales pitches, you will be letting your client or prospect know that
you don’t really care about his or her needs, but are concerned only with
completing the sale as quickly and effortlessly as possible.
The first step in understanding your clients’ needs is teaching your
employees to listen. Research indicates we spend seven out of every ten
minutes that we are awake communicating. Of that communication time, 9
percent of it is devoted to writing, 16 percent to reading, 30 percent to
speaking, and 45 percent to listening. Yet, if we were all to receive report
cards on how well we listen, very few of us would receiving passing grades.
But how much time does your organization spend preparing employees to
listen effectively to client needs?
There are numerous barriers to effective listening, and they include
assuming that a subject is not interesting, and tuning it out; focusing on the
way something is said, rather than concentrating on what is being said;
responding too quickly—before the message is complete; listening only for
facts, rather than trying to absorb ideas; becoming distracted, and disre
garding parts of the message that you really don’t want to hear. Everyone
must learn to overcome these barriers.

An Emphasis on Continuous Improvement
Policies and procedures should be developed for the overall impact they
have on client service, rather than for the firm’s own convenience. Further
more, the more your employees improve, the more your firm benefits. The
winners of the 1990s will embrace a philosophy that enables their people to
improve all the time. Each time a presentation is made, it should be
evaluated, and ideas for improvement noted. Every time a client is lost, or a
proposal rejected, a postmortem should be held—not to assign blame, but
to learn how such a situation can be avoided in the future.

GREAT ORGANIZATIONS ARE BUILT ON VALUES
Most people would agree that the key determinants of success in this new
era include empowering employees, investing in education and training,
fostering trust, maintaining sound business ethics, and, most important,
unifying an organization around a mission and a set of shared values.
While profoundly important, all of these activities are difficult to
measure and quantify and assign a fixed dollar value. It is tempting to
conclude that if the results of an effort cannot be gauged, then the effort
itself is immaterial. One thinks of Bishop George Berkeley, the eighteenthcentury philosopher who asked, “If a tree falls in the woods, but no one is
there to hear the sound, does it make a noise?” By extension, if someone
enhances the performance of an organization using an approach that
cannot be quantified, did the improvement actually occur?
Any organization that considers its visions, values, and beliefs to be a
“sort of fuzzy issue” will be unable to dismantle the bureaucracies and
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hierarchies that, while so much a part of the business world today, are
impediments to competing effectively tomorrow. The organizations that
will succeed in the 1990s are those with leaders who promote and reinforce
the beliefs and values on which the organization is based, leaders who set
high ethical standards. Indeed, if accounting firms are to thrive in the new
global marketplace, trust must be more than something they talk about, it
must be at the core of everything they do. Organizations cannot be jungles
where only the fittest survive, where everyone lives in a state of battle
readiness in order to meet the grueling tests of corporate life.
In A Business and Its Beliefs, Thomas Watson, Jr., one of the founders
of IBM, said,
Beliefs m ust always come before policies, practices, and goals. The latter m ust
always be altered if they are seen to violate fundamental beliefs. The only
sacred cow in an organization should be its basic philosophy of doing business.

Any organization striving for excellence must have a basic philosophy
centered on trust. Trust is like love in a marriage: It bonds people together
and makes them strong and effective. Trust increases security, reduces the
obstacles to creativity, and frees people to share their feelings and dreams.
Trust causes colleagues to w ant to spend time together, and make sacrifices
for each other. Trust makes it easy for colleagues to be confident in one
another’s ability to perform well, and know that they can rely on each other
when necessary. Trust means that promises are kept, and when promises
are not kept, there is a good reason. Finally, trust means that a relationship
will last not just because it is good business, but because the relationship
itself is valued.

Here is a list of further reading recommended by the author:
Warren Bennis and Burt Nanus, Leaders, the Strategies fo r Taking Charge
(New York: Harper & Row, 1985).
Thomas Bonoma, The M arketing Edge (New York: Free Press, 1985).
Theodore Levitt, The M arketing Im agination (New York: Free Press, 1986).
Tom Peters, Thriving on Chaos (New York: Knopf, 1987).
Al Ries and Jack Trout, Positioning: The Battle fo r Your M ind (New York:
McGraw-Hill, 1980).
Frank K. Sonnenberg, M arketing to Win (New York: Harper & Row, 1990).
Frank K. Sonnenberg, “The Professional (and Personal) Profits of Network
ing,” Training and Development Journal (September 1990), pp. 55-60.
Frank K. Sonnenberg, Managing With a Conscience (New York: McGrawHill, 1993).
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SERVICE EXCELLENCE: A
CORNERSTONE OF MARKETING
SUCCESS*

David W. C ottle, CPA, CMC
President, David Cottle Consulting
Miami, Florida

INTRODUCTION
Why do clients change accounting firms? After all, it’s not that easy. It takes
time to search for and qualify a new service provider, the new accounting
firm will ask dozens of questions in order to become familiar with the
client’s operations and financial picture, copies of financial statements and
prior years’ tax returns have to be obtained, and of course the old
accounting firm must be told it has been fired. This is all stressful and
troublesome. So what would cause someone to make such a decision?
Given today’s competitive environment, it is essential to find out.
In a study released in 1988, the Forum Corporation—a marketing
research organization—found that the customers surveyed were “five times
more likely to sw itch . . . [to an ew supplier (or service provider)] because of
perceived service quality problems than for price concerns or product
quality.”1 This means that offering competitive pricing and demonstrating
technical proficiency may not be enough to keep your clients supersatis
fied.

1David W. Cottle, CPA. Client-Centered Service: How to Keep Them Coming Back fo r More
(New York: Wiley, 1990), p. 12.
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WHAT IS SERVICE EXCELLENCE?
If poor service is the real reason most clients leave an accounting firm, then
providing excellent service should be the number one priority of all CPAs.
For most accountants, quality means delivering services that conform to
professional standards such as generally accepted accounting principles
(GAAP), generally accepted auditing standards (GAAS), income tax laws,
and SEC regulations. All of these standards are essentially technical, and
can be measured objectively, and tested in quality reviews.
Unfortunately, most clients do not possess the training and experience
needed to evaluate an accounting firm’s technical performance, so this
aspect of service quality is essentially transparent. While technical quality is
important—indeed essential—it will always be something that only the
firm’s personnel can truly appreciate.
How do your clients define service quality? For most clients, their
assessment of a firm’s service quality depends largely on whether or not a
firm is able to meet—and exceed—their service expectations. Client
expectations regarding service quality can, in turn, be divided into five
overlapping dimensions: reliability, assurance, tangibles, responsiveness,
and empathy. Let’s look at each of these dimensions in turn, and review how
they can be demonstrated to clients.

Reliability
While not as preoccupied with technical issues as CPAs, clients do expect
their accountants to be dependable and their work product accurate.
Dependability means producing work that is complete, and reflects all of
the information the client provided. Accuracy means performing the service
correctly and on the first try.
T ip . Make sure all loose figures in footnotes tie to the financial statements.
Tell the client why the cash amount in the financial statem ent is different
from the amount listed in the company checkbook, and see to it that billings
are correct.

Assurance
Assurance calls for doing what is necessary to make clients feel confident in
your abilities. Competence, credibility, communication, courtesy, and secu
rity work together to foster assurance.
Competence means having and demonstrating the skills and knowledge
needed to perform a particular service. Your firm’s research capability and
your staff's demonstrated proficiency both contribute to the image of
competence.
Credibility refers to the personal integrity of firm members, and to your
firm’s overall reputation in the community. A CPA firm is also considered to
be credible when it is known to place its clients’ interest ahead of its own,
and it does nothing to undermine their trust.
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Communication means listening to what clients have to say and keeping
them well informed. It means using words clients can understand and
reassuring them that everything will be handled quickly, accurately, and
completely. Finally, it means never letting anything—like the size of the
client’s tax liability—come as a surprise.
Courtesy means consideration of clients’ time and property, keeping
appointments, returning phone calls promptly, and answering mail quickly.
Security means making clients feel confident that you will help them to
anticipate problems, and treat their business affairs with the strictest
confidence.
T ip .2 Each time you reach a turning point on an assignment, call your
clients, lay out the alternatives, make a recommendation, then ask for their
opinion and instructions. Ninety-nine percent of the time, they will tell you
to do what you would have done anyway. But it makes them feel good to be
consulted, and by asking for input, you will have made them responsible for
any expenditures or chargeable time you invest on their behalf.
Even if you don’t have a specific question to resolve, call your clients
anyway, just to talk about the status of the project. And end every telephone
conversation with two sentences. First, ask your client if there is anything
else you can do. Second, say when you will call again.

Tangibles
Financial statements, reports, tax returns, correspondence, newsletters,
brochures, even business cards and other physical materials that clients
receive from you act as “ambassadors.” Tangibles also include your office
location, its facilities and resources.
T ip . Your clients may pay thousands of dollars for your services, and often
all they have to show for it is a few typewritten reports. Obviously, the value
of your effort lies in your opinions, advice, and guidance, not in the physical
product. But that document is the only tangible symbol of your client’s
hard-earned money. Make sure it reflects the value of what you have done.

Responsiveness
CPAs can demonstrate responsiveness by being accessible, starting engage
ments on time, and delivering the product on or before the promised date.
T ip. Can your clients get through when they call? Ask the telephone
company to put a counter on your phone line. This device tells you how
many incomplete call attempts are made in a given period of time. If you
think clients are getting a busy signal when they call, you may need more
2Adapted from David H. Maister’s “Quality Work Doesn’t Mean Quality Service,” The
Am erican Law yer (April 1984): pg. 8.
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incoming lines. Also, make it a policy that the telephone is always answered
by the third ring.

Empathy
Empathy means understanding the client’s needs, fears, and goals. It also
requires that you understand the client’s industry and can provide relevant
advice.
T ip . Whenever a client comes into your office for a meeting, instruct your
secretary—in the client’s hearing—to hold all your calls. This tells the client
that he or she is your number one priority right now and has your undivided
attention.

Which one of these dimensions is the most important to your clients?
Each client is different, so some of these variables will m atter more to some
than to others. But research indicates that clients are usually most con
cerned with reliability. After reliability, they are interested in assurance,
tangibles, responsiveness, and empathy, in that order.

RISK—THE FORGOTTEN FACTOR
As you consider the ways in which you will augment your client’s percep
tions of service quality, it is important to remember that only tangibles and,
to a lesser extent, assurance and empathy can be sampled by a prospect or
a referral source. The other dimensions of service quality can only be
judged after your accounting services have been performed. As a result,
each time a client or prospect decides to secure services from your firm,
they are taking a risk. They must, in essence, make a leap of faith—putting
their trust in what they know (you), and hoping that you really will deliver
as promised.
To reduce or even eliminate the prospect’s or client’s sense of taking a
risk, it is essential that you demonstrate—again and again—that you are
able to m eet their service expectations. You can only achieve this objective
if you always know what those expectations are.
To learn w hat your clients and prospects expect from you, get into the
habit of asking these kinds of questions:
1. “Why did you leave your old accountant?”Take measures to ensure that
you never make those same mistakes.
2. “What results do you w ant us to achieve on your behalf?”Achieve those
results, then make sure the client knows what you have done.
3. “What do we have to do to get you to tell your frie n d s that we are the best
CPA fir m in town?” If at all possible, try to not only meet, but surpass
the client’s expectations.
In summary, to win clients, and to keep them, find out what they want—and
give it to them!
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THE VALUE OF A SUPERSATISFIED CLIENT
The value of highly satisfied clients extends beyond the security of knowing
they will not easily be wooed away by a competing firm. In fact, their true
marketing value comes from their willingness to refer your firm to friends,
family, and colleagues.
But, as you already know, not every client is always a supersatisfied
client. In fact, most client-firm relationships fall into one of three broad
categories: customer, client, and cheerleader. Let’s take a look at what
distinguishes each of these relationships, then review again the real value of
trying to turn all of your clients into cheerleaders.
Customers are clients who rely on your firm for the bare essentials of
accounting service. To customers, your firm is a convenience, like a public
utility. If they were to rate you on a satisfaction scale of one to ten (ten being
the highest), you would probably earn a rating of five or six. While
customers may actually contribute to your bottom line, they have not even
begun to rely on you in the way that they might. And they probably stay with
you through sheer inertia—not because they have a distinct preference for
your firm. As a result, they are very susceptible to the advances of
competing accounting firms, and are probably not referring their friends
and associates to you.
Clients use your services regularly, and actually prefer your firm over
others. They are comfortable with turning to you for nonessential services,
and they rely on you for advice and counsel. Clients would give you a
satisfaction score of seven or eight. These clients may be happy with your
firm, but they are probably not wildly ecstatic. As a result, they too may be
open to the advances of a competing accounting firm, and are probably
telling only a few people about what a good job you do for them.
The cheerleader is the ideal client. Cheerleaders believe you make
minor miracles every day. They are fiercely loyal, and will readily tell
anyone who will listen that yours is the best CPA firm in town.
If you can convert every client into a cheerleader, you will not only keep
competitors at bay, but you will also have put a large and loyal “sales force”
to work. Learning about your client’s expectations regarding service
excellence will take time, and cost money, but the rewards are exponen
tially greater and well worth the investment.

CONCLUSION
Some accountants and marketing professionals will be tempted to say that
the notion of service excellence is a good one, but would be too costly to
implement, and might only reduce a firm’s margin of profit. However, the
profit gap between firms committed to excellence and the rest of the field
indicates otherwise. Some firms have been known to charge as much as 15
to 30 percent more than local competitors, while maintaining a comparable
cost of doing business.
The evidence is clear: Clients want—and are willing to pay for—highquality service. It really does pay to give them what they want.

II

SECTION

BUILDING YOUR
MARKETING TEAM

T he decision you make about how to staff your firm’s marketing team will
depend primarily on the dictates of the firm’s marketing strategy and on the
firm’s size and personnel makeup. This section explores the duties and
responsibilities of each marketing position and provides guidance on the
talents and personal characteristics needed for each job.
But no m atter what the size of the firm or the nature of its marketing
plan, the partner in charge of marketing plays a pivotal role. This partner’s
ability to lead by example, to inspire, instruct, advise, and control, is central
to the success of the marketing plan.
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Judith R. Trepeck, CPA
Partner, Rehmann Robson & Co.
Farmington Hills, Michigan

INTRODUCTION
Marketing has become essential to the survival of accounting firms. Clients
are far more discriminating about the dollars they spend and the quality of
service they receive than ever before. Many firms have accepted and even
embraced this new reality and have moved quickly to incorporate market
ing—a client-centered approach to doing business—into every dimension
of their work. And they have quickly discovered that asking one partner to
direct the firm’s marketing efforts is essential to their success.
If your firm is debating the merits of designating a partner in charge of
marketing (PICOM), or wants to know more about how to make this
position more effective; then this chapter is for you. We address some key
issues including the job description, its scope and limitations; how other
in-house marketing professionals can help to make the PICOM more
effective; and finally, the pros and cons of asking the firm’s managing
partner to serve as the partner in charge of marketing.

WHAT SHOULD THE PICOM DO?
The partner in charge of marketing (PICOM) can make or break the firm’s
marketing effort. A partner who is ambivalent about marketing, or unsure in
personal selling situations, will only foster this sense of unease in other
people. On the other hand, a partner who lives and breathes marketing, and
who can lead by example, can transform the entire organization. Seasoned
partners can be galvanized to redouble their selling efforts, and junior staff
59
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members encouraged to acquire new skills. Only the firms that undergo this
kind of sea change will have their future growth and prosperity assured.
To put it bluntly, your PICOM must be a superhero. Here’s ju st a brief
overview of the PICOM’s key responsibilities:
■ The PICOM leads in planning and executing the firm’s marketing program,
and ensures that all marketing goals are in keeping with the firm’s vision
and values.
■ Once a marketing plan is implemented, the PICOM monitors progress and
verifies that all programs are achieving desired results.
■ The PICOM is also a doer who has a proven track record of bringing
clients into the firm and keeping them. The PICOM is comfortable with all
aspects of the professional services selling cycle, from generating leads to
closing, and cross-selling to existing clients.
■ The PICOM must encourage partners and staff in their personal selling
efforts, and work to maintain the firm’s overall enthusiasm for marketing.
■ The PICOM plans and oversees pertinent training and incentive programs,
and, of course, monitors all marketing expenditures to ensure that
marketing costs do not go over budget.
■ And finally, the partner who acts as the firm’s PICOM must actively seek out
the position, and be accepted and endorsed by the firm’s other partners.
Can anyone really do all of that? It’s possible, but to be realistic, your
PICOM will probably excel in two or three of these areas while performing
adequately in the rest. A firm that is committed to making its PICOM
successful must therefore assess the partner’s strengths, and see to it that
support systems are put into place that will enable him or her to be effective
in every part of the job.
If this were an ideal world, we would suggest that the designated PICOM
be freed from all other administrative and client service duties. However, in
this era of economic uncertainty, most firms cannot entertain this luxury. It
may be necessary to ask a partner who already has a full schedule to
shoulder this additional burden. In such a case, the partner’s capacity to
teach by example becomes paramount. This may prove to be an advantage
in the long run, as you can talk to accountants about marketing all day long,
but they will be more quick to act if they are shown the way.
If your PICOM can demonstrate the use of refined business develop
ment techniques to managers and staff, and in so doing bring in new clients
and new work from existing clients, then he or she will be doing the best
possible job. The PICOM’s preeminent responsibility is not to be an
excellent administrator or controller, but to be an outstanding leader who is
walking the talk each and every day.
How can the firm’s partners help? Simply by mirroring the PICOM’s
actions, each in their own way. The partner who is skilled in personal
selling, or networking, or participating in local business organizations,
should always include a staff member or two in those activities. The partner
who is an effective public speaker must bring along some staff. The law of
the land becomes, “Lead by example, and never do it alone.”
What is the PICOM’s relationship with other partners? While the PICOM
should welcome input from the firm’s other partners, he or she should be
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granted ultimate authority and responsibility for marketing decisions. In
other words, all partners must be willing to grant the PICOM a degree of
authority and autonomy commensurate with his or her level of responsibil
ity.

THE PICOM’S MARKETING TEAM
Even with the full support of other partners, the PICOM will benefit from
the presence of an in-house marketing professional. In this section, we
provide a brief overview of how the marketing director, marketing coordi
nator, or sales professional can work together with the PICOM. (For more
detailed information on these three professional positions, see the other
chapters in Section II.) We also discuss what marketing professionals can
do for the PICOM, and what the PICOM must do for them, in order to ensure
a smooth and productive working relationship.

Marketing Director
Most marketing directors bring with them considerable knowledge and
skill, and nearly all have had some prior experience in working with
accounting firms. As a result, they can move quickly to support the PICOM’s
vision and plans. For those PICOMs who also serve as the firm’s managing
partner, or who still see clients, the marketing director can be indispensable
in ensuring that the firm’s marketing program is implemented at a brisk
pace and stays on track.
If your PICOM needs to delegate some of his or her marketing duties,
here are some of the tasks that the marketing director should be able to
assume:
■ Training. The marketing director can assume responsibility for planning
and implementing the firm’s marketing training program.
■ Mentoring. One of the most time-consuming, yet important, responsibili
ties of the PICOM is that of offering individual guidance to professional
staff. The marketing director can be positioned as another resource that
firm members can turn to for strategic help in approaching prospective
clients and mapping out marketing activities.
■ Sales calls. In some firms, marketing directors assist in identifying and
qualifying prospects, even to the point of participating in an initial visit.
Assuming they have the necessary expertise, they can add a dimension to
this first encounter that many accounting professionals are unable to
contribute.
This is only a sampling of the types of activities the marketing director
could assume. In exchange for all of this support, the PICOM must work to
ensure that the marketing director can also perform to the fullest capacity.
This includes helping the marketing director (especially the newly hired
individual) to develop key relationships, both inside the firm and in the
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business community. The PICOM can also see to it that the marketing
director has access to the firm’s management and decision-making pro
cesses, especially partner meetings or executive committee meetings. The
bottom line is that the PICOM will only benefit if the marketing director is
well informed and positioned to offer his or her insights and expertise
whenever a key decision relating to marketing is being made.

Marketing Coordinator
Like the marketing director, the marketing coordinator can be instrumental
in helping the PICOM implement the firm’s marketing plans. While the
success of the marketing program may not depend on the coordinator, it
may very well be that it cannot happen without him or her, either.
The marketing coordinator may have had prior experience working
with accounting firms. Depending on his or her background, the marketing
coordinator may or may not require on-the-job training. In any case, it is the
PICOM’s responsibility to assess the coordinator’s knowledge and skills,
and to help this person acquire the expertise needed to perform effectively.
The PICOM can also be instrumental in helping the marketing coordina
tor establish relationships with key people both within the firm and outside
of it. The coordinator may also need to be briefed on the firm’s history and
goals, as well as its strengths and limitations. While a good marketing
coordinator is always perceptive, he or she will be far more productive if
brought up to speed fairly early on.

Sales Professional
It is important that the PICOM work closely with the firm’s sales profes
sional. This is because the salesperson also leads by example. It is therefore
vital that the PICOM and the sales professional speak the same language
and convey the same key messages.
The sales professional can be a boon to the PICOM who does not have
the time to pursue all of the firm’s new business opportunities. The PICOM
and the salesperson can work together as a team in targeting and develop
ing prospects, and helping the other partners and professional staff in the
firm to do their part.
Whether the firm has hired a marketing director, marketing coordinator, or
a salesperson, the PICOM should act as the direct supervisor, and when
needed, help in setting short- and long-term priorities and controlling
project costs.
Finally, the PICOM must make sure the marketing professionals remain
enthusiastic about their work, even when results are not immediate. The
PICOM must also acknowledge their successes, celebrating both the large
and the small.
But what happens when there is no marketing professional? Who does
the PICOM turn to for support? In this case, the PICOM must look to
existing personnel when creating his or her support team. The receptionist
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can be asked to assume responsibility for maintaining the firm’s marketing
databases and mailing lists. The firm administrator can be asked to assume
responsibility for planning the firm’s communications and handling public
relationships.
While delegating marketing tasks to a number of individuals may be less
efficient from a management perspective, it will give the firm’s administra
tive staff an opportunity to pitch in on the firm’s marketing effort. This can
be very rewarding, for both the individual staff members and the PICOM.

WHO SHOULD SERVE AS PICOM?
Should the firm’s managing partner be asked to serve as PICOM, or should
another partner assume that responsibility? There are advantages and
disadvantages to both of these options.

Managing Partner as PICOM
If the managing partner assumes responsibility for directing the firm’s
marketing effort, it is easier to ensure that marketing stays true to the firm’s
mission and goals. Consistency between the management and marketing
functions of the firm is virtually assured if they are kept in one office.
When the managing partner acts as PICOM, the importance of market
ing is reinforced. What better way to drive home the urgency of marketing
than by making it the responsibility of the firm’s managing partner?
Finally, if the managing partner/PICOM does not have to serve clients,
then he or she will be able to set marketing before nearly all other work
tasks when setting priorities.
On the other hand, some of the qualities that make a partner excellently
suited to management may make him or her unequal to the task of directing
the firm’s marketing effort. As suggested earlier, the importance of the
PICOM’s ability to lead by example is paramount. If your firm has selected a
managing partner who is a superb administrator, but is perhaps a little
uncomfortable with marketing, it may be wise to consider other candidates.

Another Partner as PICOM
If your managing partner is already overburdened with work or does not
wish to direct the firm’s marketing effort, then it is probably a good idea to
look elsewhere. As suggested earlier, the desire to serve as PICOM should
be a prerequisite to the job.
Certainly a partner who is charged with directing the firm’s marketing
efforts should be in a position to set this priority before all others. By asking
someone other than the managing partner to assume this responsibility, you
avoid the dilemma of having to choose between important firm leadership
functions and equally important firm marketing activities.
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WHERE CAN A NEW PICOM GO FOR TRAINING?
A newly appointed PICOM who seeks an education in marketing manage
ment will be pleased to learn a variety of resources are available. These
include the Practice Management Division of the AICPA, the Association for
Accounting Marketing Inc. (AAM), the American Marketing Association
(AMA), and Dale Carnegie’s goal-setting and management courses. The
PICOM can also seek advice from local marketing consultants. If his or her
firm belongs to a CPA firm association, these other firms might be able to
offer some insights or guidance on specific issues. Finally, many local
universities and community colleges offer courses in marketing and mar
keting management.

WHAT ABOUT TENURE?
Does a PICOM take on his or her responsibilities for life, or should the
assignment rotate through the partner group? As long as the designated
PICOM and his or her partners are satisfied, it is best to allow the PICOM to
continue doing the job. However, PICOMs can fade from sheer exhaustion.
If this happens in your firm, the partners should recognize and confront the
issue as soon as possible, and then take steps to identify a new PICOM.

CONCLUSION
Only the partners in your firm can know whether it is best to couple firm
management with the marketing effort, or to assign these functional areas
to separate partners. Much will depend on the firm’s culture and practices:
You must exercise the option that has the best chance of success.
The real issue is that there must be a partner to champion the firm’s
marketing effort. No firm can expect to grow and prosper without confront
ing this and a myriad of attendant issues. Marketing has become essential to
survival, and there is no getting around it. There will be a PICOM in every
firm that survives this era of change.

Here is a list of periodicals recommended by the author:
American Institute of CPAs, The Practicing CPA. New York, NY.
CPA Services Inc., Quality Client Service. Brookfield, WI.
Institute of Management & Administration, Accounting Office Management
and A dm inistra tio n Report. New York, NY.
Lebhar-Friedman, Inc. Accounting Today. New York, NY.
Professional Publications, CPA Marketing Report. Minneapolis, MN.
The Martin-Frederiksen Report, Bob M artin-Chris Frederiksen Marketing
& Management Report fo r CPAs. Mill Valley, CA.
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A BUYER’S GUIDE TO HIRING A
MARKETING DIRECTOR OR
COORDINATOR

E llen Grayce LoCurto, CAE
Senior Account Executive, The Sherwood Group, Inc.
Northbrook, Illinois

INTRODUCTION
For many accounting firms, marketing has become a basic component of
doing business profitably. Most accountants—even those who manage the
firm’s business affairs—have no formal training and little experience in the
field. They have logically concluded that hiring a professional is the best
way to ensure the firm’s long-term success in marketing.
But what kind of professional? Should it be a senior management-level
marketing director with ten or more years of relevant experience? Or a
highly skilled marketing coordinator who isn’t required to do planning, but
can efficiently carry out marketing programs devised by senior partners? Or
maybe you need something in between? Once you have determined what
kind of professional you need, how do you find him or her? What about
salary and compensation, evaluations, and creating a career track?
The goal of this chapter is to help you determine what kind of marketing
professional you need, and then conduct a search and qualification proce
dure that ensures your final candidate will fit into your firm. It may seem
like a lot of work, but consider this: A skilled and motivated marketing
professional who genuinely cares about your firm can have a tremendous

impact on the bottom line. He or she can introduce new energy and new
ideas that can revolutionize the firm’s approach to marketing, new business
development, and client service.
Even when you plan to hire only a junior-level marketing professional,
you should approach the process with as much thoroughness as you would
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when looking for a new partner. Why? Because the stakes are high: The
right candidate will make you feel like you have entered into a partnership
made in heaven; the wrong candidate will make you want to give up
marketing altogether.

ARE YOU READY TO HIRE A MARKETING
PROFESSIONAL?
Contrary to what some might believe, it is a mistake to assume that the size
of a firm will determine a firm’s readiness for hiring—and making good use
of—a marketing professional. Instead, key variables include management’s
preparedness to confront the tough issues that a marketing planning
process will inevitably bring to the fore, as well as a clear sense of what it
wants to achieve in the way of marketing and business development.
To be sure your firm is ready, ask yourself the following questions:
1. Do our partners believe m arketing is a necessary business function,
requiring the same level o f attention and resources as client service,
billings, and employee recruitm ent? If marketing is viewed as a neces
sary evil—little more than an administrative function—then that is all it
will ever be. Marketing must be viewed as a logical extension of the
firm’s mission and goals: a tool for helping the firm to achieve long-term
growth and improve profitability.
2. Do we recognize that a skillful m arketing professional will try to touch
every aspect o f the fir m , seeking changes that w ill m ake it more clientand service-centered? A good marketing professional will analyze every
aspect of your firm, looking for ways to improve client satisfaction. Your
marketing professional may recommend change in areas as diverse as
client billing, hallway lighting, and signage. You need to be ready to
listen—and when appropriate—to institute change.
3. Is our m anaging partner (or partner in charge o f m arketing) prepared
to guide the m arketing professional's efforts? In most accounting firms,
the managing partner is already overburdened with work. To be success
ful, a marketing professional will require the insights, leadership, and
support that only the managing partner can provide.
4. Do we have a clear sense o f what we w ant to accomplish? In other
words, have we completed a m arketing plan? Some would argue that
they need to hire a marketing professional who can help them through
the marketing planning process. While many senior-level marketing
directors possess the necessary skills, this may not be a good idea.
Suppose the planning process reveals that what you really need is an

entry-level professional who can help you produce client communica
tions materials? Regardless of who you hire, your marketing profes
sional will need the clear sense of purpose that only a well-thought-out
marketing plan can provide.
5. Are we prepared to invest the time, money, and fir m resources neces
sary not only to hire a m arketing professional, but to fu n d his or her
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programs? Once you hire a marketing professional, your marketing
expenditures will extend beyond his or her salary and compensation.
The programs dictated by your marketing plan will require capital
outlays. And the professional will require some kind of administrative
support—usually a full-time secretary—along with office space and
computer resources.
6. Do we all recognize that our m arketing professional w ill not contribute
to bottom-line profits overnight? It is more realistic to view most
marketing expenditures as long-term investments in the future of the
firm. It is important that everyone in the firm, especially the partners,
appreciate and accept this fact. This does not mean you shouldn’t
scrutinize marketing outlays, or ask for a statem ent about the potential
return on investment. However, you cannot expect the marketing
professional to make a direct contribution to the bottom line until he or
she has been in place for at least six months to one year.
To sum it up, a marketing professional is not a miracle maker, and cannot
accomplish significant results without the support and active participation
of the firm’s partners and senior staff. Making marketing work takes time,
money, and sweat equity—everybody’s sweat.

DEVELOPING A JOB DESCRIPTION
Nothing is ever as simple as it seems. This is certainly an appropriate
comment to make about developing a marketing professional’s job descrip
tion, because much depends on what you want to accomplish in the area of
marketing and what kind of role you expect the marketing professional to
play. This is when the importance of having a marketing plan already in
place comes into play.
Does the firm want to generate more face-to-face selling opportunities,
or concentrate on launching new services? And do you want a marketing
professional who can go out and generate new business leads, or simply
edit proposals and keep track of partner activity? Should the person play
the role of visionary, administrator, or able assistant? These questions
aren’t easy to answer, but they will help you find the ideal candidate whose
greatest strengths are in the areas that m atter most to your firm.
The following Job Description and Skills Level Checklist covers the
marketing skills you might look for in a marketing professional. Use it as a
basis for designing your own job description and establishing skill require
ments. As you review the checklist, ask yourself these questions:
1. Given our firm’s marketing objectives, do we require a professional who
possesses skills in this category?
2. If the answer is yes, what level of skill is needed?
3. Finally, how will we ascertain that a candidate possesses the required
skill, and to a sufficient degree?
See Appendix 6.1 for several sample job descriptions.
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JOB DESCRIPTION AND SKILL
LEVELS CHECKLIST

General Description
Begin by developing a one- or two-sentence position charter for this
position. Here are some examples:
S e n io r L e v e l. “Works directly with the firm’s management group to

ensure the firm’s continued growth and prosperity by designing and
implementing appropriate marketing strategies.”
J u n io r L e v e l. “Supports senior marketing staff and the firm’s manage

ment group in carrying out selected marketing strategies.”

Specific Responsibilities
Research and Planning. What role is the marketing professional ex
pected to play in the firm’s marketing planning process? Assuming the firm
has recently completed a general marketing plan, the professional could
assist in developing industry-specific or service-specific strategies. Because
market research is a vital component of good planning decisions, this skill
should be required. Consider the following requirements:
S e n io r L e v e l. Excellent grasp of marketing theory for professional ser

vices firms. Experienced in guiding similar organizations through the
marketing planning process. Includes conducting relevant internal and
external research, collating research findings, report preparation, and
facilitating planning meetings. Knowledge of and experience with research
techniques.
J u n io r L e v e l. Good grasp of marketing theory for professional services

firm. Able to assist with internal and external research, collating findings,
and report preparation.
Public R elations. Do you plan to retain an outside public relations (PR)
firm? If this outside agency will be charged with planning and carrying out
most of the firm’s PR programs, then the in-house professional’s experience
in this area need not be as extensive. However, if yours is a large multioffice
firm, a marketing professional with extensive PR experience can help you
make the most of the agency you have retained.
If your marketing professional is going to handle PR on their own, try to
determine what the scope of the PR program will be before hiring. A firm
with plans for holding press conferences, releasing specialized economic
reports, and hosting events will require someone with considerably more
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expertise than a firm looking for a few byline articles on tax subjects, along
with arranging speaking engagements for senior partners.
S e n io r L e v e l. Excellent grasp of PR, its tools and constraints. Extensive

experience (preferably with a PR firm) in planning, launching, and evaluat
ing PR campaigns, preferably for professional services or related busi
nesses (financial institutions, real estate, services). Strong ties to the local
media.
J u n io r L e v e l. A good grasp of PR and its tools. Experienced in preparing

and issuing press releases, maintaining media lists, placing byline articles,
and arranging speaking engagements.
Advertising. As was the case with PR, your first questions should be, “Do
we plan to do any advertising?” and “Will we be using an outside agency?”
CPA firm advertising is as diverse as any other aspect of the marketing, and
can range from placing straightforward announcements regarding new
partners and services, to more sophisticated campaigns designed to target
specific industries and stimulate their interest in the firm and its services.
As was the case with PR, the skills required to act as liaison with an ad
agency are far less than those required to plan, test, and launch year-round
campaigns. So think carefully about these two questions before establishing
your requirements.
S e n io r L e v e l. Strong grasp of advertising fundamentals. Experience with

advertising concept development, copywriting, design fundamentals, and
media planning. Also knowledgeable about prelaunch testing and postcam
paign evaluation methods.
J u n io r L e v e l. Understands the role advertising can play in promoting

professional services. Has experience writing and placing simple announce
ment-type ads.
C lient Service and C lient Satisfaction. Does your plan call for measur
ing client satisfaction and working actively to improve service? Do you feel
managers and senior staff need help assessing their clients’ service needs?
What about all of the firm’s “client contact points”: its system for handling
incoming calls, client billings, the condition of your offices? Consider these
requirements:
S e n io r L e v e l. Experience in designing survey instruments and adminis

tering client satisfaction surveys, preferably for service—or better yet,
professional service—businesses. Proven ability to translate findings into
workable action items that can be executed by the service provider.
Thorough understanding of service excellence theory in the professional
services arena.
J u n io r L e v e l. Able to assist with administering client satisfaction surveys

and tabulating results. Good grasp of service excellence theory.
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Training. A firm with goals of achieving client service excellence may well
require training for its partners and staff. What role will the marketing
professional play? Only a senior-level professional should be expected to
develop and implement a comprehensive program.
S e n io r L e v e l. Proven experience with assessing skills, designing training

programs, leading seminars, and evaluating results.
J u n io r L e v e l. Able to assist firm management in conducting a search and

evaluation of trainers and training programs.
B usiness Developm ent, Including Proposals. Business development is
a broad category that includes background work, such as targeting industry
associations and professional groups that might yield new clients, and
frontline activities, like generating new leads for partners and managers to
pursue, then producing proposals and making presentations. These activi
ties should take place whether or not you have a marketing professional on
board. But when you do, how will they be expected to contribute?
S e n io r L e v e l. Excellent grasp of the professional services selling cycle,

including proposal development. Personal experience with selling. Able to
guide strategic planning on key proposals, help assemble proposal team,
and assist with determining prospect’s needs. Knowledge of local market
place sufficient to identify key organizations that should be pursued by the
firm.
J u n io r L e v e l. Able to assist with proposal writing and development,

tracking, and postmortem evaluations.
Internal and E xternal Communications. Internal communications can
refer to something as uncomplicated as writing an internal marketing
newsletter to developing a complex web of policies to disseminate market
ing information, encouragement, and incentives throughout the firm. Exter
nal communications refers to preparing firm brochures, along with newslet
ters, special tax letters, announcements, seminar invitations, and so on.
If you are just beginning to tackle these areas of marketing, a seniorlevel marketing professional experienced with concept development, plan
ning and budgeting, writing, artistic direction, and production supervision
would be invaluable.
S e n io r L e v e l. Outstanding written and oral communication skills. Good

understanding of human resources and incentive plan design. Extensive
background in preparing brochures, newsletters, bulletins, and other collat
eral. Experienced with concept development, planning and budgeting,
writing, artistic direction, and production supervision.
J u n io r L e v e l. Excellent writing and editorial skills. Journalism back

ground and knowledge of desktop publishing software a plus.
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Budgeting and Administration. This category includes budget develop
ment and administration, as well as supervision of marketing support staff,
working with graphic artists, printers, PR and advertising agencies, and
consultants, and utilizing computer data services.
S e n io r L e v e l. Strong grasp of budgeting and basic accounting principles.

Able to develop a budget, monitor expenditures, foresee problems, and
make appropriate adjustments. Able to supervise marketing support staff,
and experienced in managing outside vendors, including artists, printers,
agencies, and mailing houses.
J u n io r L e v e l. Able to assist in monitoring specific line items for cost

containment. Able to identify potential problems for partner resolution.

SALARY AND COMPENSATION
Now that you have formulated a job description, the next step is to establish
a salary range and to determine what other forms of compensation and
benefits the marketing professional will receive. Much will depend on
circumstances that are unique to your firm, but the following statistical
data1 may be useful as you design a realistic compensation package.
■ Salary is directly related to the type of accounting firm. Senior marketing
staff earned on average $51,600 at “Big Six” firms, $50,500 at national
firms, $44,500 at regional firms, and $36,000 at local firms.
■ Junior marketing staff earned an average of $27,500 in 1990 (data for
salaries by size of firm is not available).
■ Prior to assuming their current position, respondents had at least two
years of work experience in each of the following areas: accounting firm
marketing (21 percent); professional service marketing (38 percent);
product marketing (39 percent); PR and communications (48 percent);
practicing accountants (26 percent); education (21 percent); sales (40
percent); administration (55 percent).
■ 59 percent of all senior marketing professionals hold a bachelor’s degree;
32 percent hold a graduate degree. At the junior level, 57 percent of all
respondents hold a bachelor’s degree; 21 percent hold a graduate degree.
■ The majority of respondents reported receiving the following paid bene
fits: medical plan (87 percent); dental plan (47 percent); disability
insurance (72 percent); retirement plan (65 percent), life insurance (86

1Second A nnual Survey o f the CPA M arketing Profession— 1991 (Chicago: Association of
Accounting Marketing Executives [now known as Association for Accounting Marketing,
Inc.], 1991).
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percent), cafeteria plan (49 percent); maternity leave (53 percent); reim
bursement for continuing professional education (89 percent).
■ 39 percent of all respondents reported that they participated in a profit
sharing plan.

RECRUITING: WHERE TO LOOK
Now that you have a job description and a compensation package, you are
ready to begin looking for a candidate. Here are some options to consider.
Advertising, though frequently overlooked, can be productive. Large
metropolitan dailies with large readerships should help you locate most of
the candidates within local reach.
Local PR and marketing organizations are another good resource, and
include the Public Relations Society of America (PRSA), Women in Commu
nications, Inc. (WICI), and the American Marketing Association (AMA).
Local career action centers also post job notices, and may help you to
screen resumes they have on file.
Both the Association for Accounting Marketing (AAM) and the National
Law Firm Marketing Association (NALFMA) maintain national job referral
services.2 For a modest fee, these associations will advertise your job listing
in publications sent to all current members. They may also be able to refer
you to reliable headhunters or some other assistance.
Finally, don’t overlook your colleagues. Put the word out that you are
looking for an experienced marketing professional. They may be able to put
you in touch with qualified candidates they were not able to hire.

HOW TO QUALIFY YOUR CANDIDATES
With luck, you will enter into this phase of your search with reams of
resumes. A preliminary review should help you sort out a group of viable
candidates. The next step is to compare each candidate’s skills and
experience with the firm’s job description. This should allow you to cut the
list down to about five to seven candidates who may be called in for
interviews.
During the interview, ask to see the candidate’s portfolio: It is evidence
of the candidate’s prior work experience and skills. It may include sample
press releases, along with clippings of the stories the releases generated.
Expect to see brochures, newsletters, seminar announcements, and so on.
Feel free to ask questions about the items that interest you. How many
copies were printed, how were they used, and what did the candidate’s
client/employer think about the results the product generated? Obviously, a
candidate for a junior-level position will have considerably less to show you
2For more information about AAM and its services, write to AAM headquarters, 435 North
Michigan, Tribune Tower, Suite 1717, Chicago, IL 60611, or call 312-644-0828. For more
information about NALFMA, write to NALFMA headquarters, 401 North Michigan Avenue,
Chicago, IL 60611, or call 312-644-6610.
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than a senior candidate. Nevertheless, it is important to find out what the
candidate has done.
Personal chemistry is another critical component, one that is not easily
quantified, but might come out in an interview. The candidate’s leadership,
sound judgment, and decision-making abilities may also reveal themselves
in face-to-face meetings. A great marketing professional has to be creative,
offer viable options, and aggressively pursue opportunities that are consis
tent with firm goals. The marketing professional must be a can-do person,
confident, open-minded, and positive, and able to effect compromise.3

Ten Q uestions to Ask During the Interview 4
1. Describe your most significant marketing accomplishment (at
your most recent place of employment).
2. On a scale of 1 to 10, rate your mastery of these marketing areas:
market research, planning, PR, advertising, client service, business
development, communications, budgeting, and administration.
Which of these activities do you enjoy the most?
3. What has to happen for marketing to work in a professional
services environment?
4. What is your style of day-to-day operations?
5. What kind(s) of material and personnel support do you require?
6. Were you responsible for profit and loss in your previous position?
If the answer is yes, describe.
7. How will you persuade partners and senior staff who are not 100
percent sold on marketing that they should participate?
8. Describe your experience working with consultants and other
outside agencies—public relations, graphic artists and printers,
and others.
9. What kind of authority and review structure do you think you
should work under?
10. What are your greatest strengths? Weaknesses?

How to Keep Your Marketing Professional
The harsh reality of professional services marketing is that most marketing
directors and coordinators leave their place of employment within two
years. A recent survey of professionals suggested that these were the main
reasons marketing professionals left their firm:

3Adapted from the NALFMA (National Association o f Law F irm A dm inistrators) White
Paper, Series Two, published October 1990.
4The author gratefully acknowledges the contribution of William B. Henegan, president of
MarketLead, a marketing consulting firm based in Washington, D.C.
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■ Partners were not perceived as being in full support of the marketing
effort.
■ While given the responsibility for marketing, the marketing professional
was not accorded a commensurate level of authority.
■ Marketing professionals were excluded from partner meetings.5
While the average turnover rate is high, there are some things you can
do to beat the odds. First, ensure that the marketing professional is granted
a level of authority commensurate with his or her responsibility. Second, be
realistic about how much a single person can accomplish. See to it that the
professional has appropriate professional support in the form of a highly
skilled administrative or marketing assistant. (Most productive marketing
professionals will require a full-time secretary, at the least.) Third, grant the
marketing professional the rights and privileges of his or her rank. If you
hire a $60,000 per year marketing director, his or her office should be
comparable to that of a middle-level partner. Even if you hire a junior-level
marketing coordinator, avoid actions that will cause firm members to
perceive him or her as a secretary.
Fourth, if the marketing professional has never worked for an account
ing firm, develop an orientation program designed to bring him or her up to
speed on such matters as the profession’s ethics with respect to confidenti
ality and objectivity, firm structure and administrative matters such as time
and billing, the difference between local accounting societies and the
AICPA, and the role of various rule-making bodies and codes such as FASB,
SEC, and GAAP/GAAS.
Fifth, allocate funds for continuing professional education comparable
to those granted to a CPA. Various universities and professional associa
tions offer specialized courses that will help the professional stay abreast of
the latest developments and techniques in the field. The professional should
also be encouraged to participate in relevant professional associations.
Sixth, and most important, find a way to create a career path within your
firm. This is perhaps the most difficult challenge of all. Where does a
senior-level marketing professional go? It is now possible to consider
offering an equity position in the firm. And what about junior-level staff? If
they are intelligent and persevering, they may be able to move from a juniorto a senior-level position. Of course, it will also be important to know what
your firm needs and to find out what the professional wants.

EVALUATING THE MARKETING PROFESSIONAL’S
PERFORMANCE
Evaluation is the process of determining the value or degree of success in
achieving a predetermined objective. Firm management and the marketing
professional should work together to set measurable objectives for all
aspects of the marketing program. With clearly defined benchmarks in
5The Second A nnual Survey o f the CPA M arketing Profession— 1991 (Chicago: Association
of Accounting Marketing Executives [now known as Association for Accounting Marketing,
Inc.], 1991).
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place, the marketing professional will be in a position to respond meaning
fully to two key questions: “How much did it cost?” and “What did we get for
our money?”
Some standards for evaluating marketing efforts include the following:
■ Budget accountability,
■ Achievement of specific goals,
■ Results as measured in terms of dollars gained, profit realized, impact
made, responses or viable leads generated, and
■ Deadlines reached.
The person to whom the marketing professional reports—presumably
the managing partner—should conduct the review. Other partners and key
personnel can be asked to contribute. Performance reviews should be held
every six to twelve months, or whatever way is in keeping with how the
firm’s other professionals are evaluated. In the initial year or so, the firm’s
expectations should be tied to what was realistically within the profes
sional’s control. For instance, a first-year review might focus on the quality
of programs developed, as well as the strategic use of time, while subse
quent reviews might emphasize specific outcomes obtained, such as in
creases in revenues or profits, increases in proposal opportunities, and so on.

CONCLUSION
Not even 20 years have passed since the accounting profession hired its first
full-time marketing professional. The marketing professionals who possess
the skills you need, and who will also fit with the culture of your firm, will be
hard to find. It is therefore critical that you begin your search only after
deciding what the firm wants to accomplish in the area of marketing, and
how your prospective marketing professional should be able to help you.
Remember, however, that the marketing professional can never be
expected—nor should be asked—to assume the partners’ share of the
responsibility for marketing. Instead, the marketing professional and the
partners must work together as a team to strengthen both the firm’s
marketing and selling capabilities and to improve the bottom line.

APPENDIX

6.1
SAMPLE JOB DESCRIPTIONS

JOB DESCRIPTION 1: SENIOR-LEVEL POSITION

Title
Director of Marketing and Practice Development

Position Charter
Works directly with the firm’s management group to ensure the firm’s
continued growth and prosperity by designing and implementing appropri
ate marketing strategies. Reports to managing partner or partner in charge
of marketing.

Responsibilities
1. Research and planning. Plans and oversees execution of all marketing
research needed to make strategic marketing decisions at the firm,
office, and service level. Evaluates results of research studies, and
recommends appropriate action to the firm’s management group.
2. Public relations. Plans and oversees the firm’s PR programs, including
media relations activities, firm-sponsored seminars, and public speaking
engagements for partners and staff. Evaluates results and recommends
future action. Prepares contingency or crisis plan for dealing with the
press in the face of negative publicity.
3. Advertising. Manages the firm’s advertising activities, and supervises
any outside advertising agencies retained by the firm. Responsible for
assessing the firm’s ongoing need for advertising and developing each
campaign’s key objectives and messages. Directs all creative work and
77
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4.

5.

6.

7.

8.

plans media buys. Monitors results of advertising campaign and prepares
internal status reports for firm management.
Communications. Assesses the firm’s need for communications pro
grams, such as client newsletters, direct mail, and distribution of firm
brochures. Also responsible for any in-house communications relating to
marketing. Acts as project manager and senior editor on all projects, and
directs the efforts of both in-house staff and outside contractors,
including writers, graphic artists, printers, and mailing houses. Responsi
ble for estimating and controlling costs.
Client satisfaction. Plays an active role in ensuring that the firm’s
standards of service excellence are clearly defined—and met. Partici
pates in the design of training programs, standards, and incentives. Also
plans and executes client satisfaction surveys and is responsible for
survey instrument design and survey execution. When results are tabu
lated, prepares a report, including recommendations.
Business development. Supports partners and managers in all phases of
the business development cycle, from targeting pertinent business
organizations to generating leads and issuing proposals. Acts as coach
and adviser to staff below the level of partner and works as editor and
adviser to partners.
Budgeting and adm inistration. Develops, then oversees the firm’s
marketing budget. Responsible for preparing—or soliciting—estimates
of all projects before they are approved, and for cost containment and
quality control through the program’s life. Supervises the firm’s other
marketing personnel.
Other. Serves as a member of the firm’s management team, and partici
pates in decisions affecting the firm’s growth, direction, finances, and
personnel. Serves on local and national boards and committees of
relevant accounting and marketing associations. Attends partner meet
ings, especially when marketing is an agenda item.

Qualifications
1. Holds a bachelor of arts degree in relevant field. An MBA is preferred.
2. Has five or more years experience working as an in-house marketing
professional for other accounting firm(s).
3. Other work experience includes PR, advertising, communications, or
sales management.
4. Possesses an excellent grasp of marketing theory as it relates to the
professional services environment.
5. Management-level experience in the fields of sales, finance, operations,
and human resources preferred.
6. Extensive experience with research, planning, and execution of specific
marketing programs, controlling costs, and evaluating outcomes.
7. Possesses outstanding leadership and oral and written communication
skills.
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JOB DESCRIPTION 2: JUNIOR-LEVEL POSITION

Title
Marketing Coordinator

Position Charter
Supports the firm’s management group in carrying out selected marketing
strategies. Reports to the managing partner or the partner in charge of
marketing.

Responsibilities
1. Public relations.
a. Assists in carrying out specific PR programs, as directed by the firm’s
senior marketing professional or the managing partner. If a PR agency
is retained, acts as liaison with the agency. Prepares press releases
and maintains an up-to-date media mailing list.
b. Responsible for logistics relating to the firm’s special events, includ
ing seminars, open houses, and off-site activities.
2. Communications.
a. Acts as assistant editor for all firm-generated communications, in
cluding client newsletter mailings and in-house briefs. Supervises
production, acts as liaison with graphic artists, writers, and printers,
and directs mailing.
b. Maintains inventory of the firm’s promotional literature. Is respon
sible for notifying management or the senior marketing professional if
reprints needed. Makes materials available for seminars, public
speaking opportunities, and other needs.
c. Coordinates all mailings to clients, including overseeing production,
printing, and distribution. Researches bulk mail and business reply
options at the request of management. Responsible for the quality and
accuracy of the firm’s marketing-related mailing lists.
3. Special events. Responsible for logistics relating to the firm’s special
events, including seminars, open houses, and off-site activities.
4. Business development. Maintains the firm’s business development tick
ler system and prepares management reports concerning the status of
the firm’s proposals, leads, and new clients.
5. A dm inistrative. Provides support to the firm’s marketing partner on an
as-needed basis, including handling phone calls and correspondence,
editing and writing marketing materials, maintaining marketing files and
computerized databases, and generating reports for management.

Qualifications
1. Holds a bachelor of arts degree in relevant field.
2. Has three or more years experience in marketing, communications, PR,
advertising, or journalism.
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3. Possesses outstanding oral and written communication skills.
4. Is able to organize and carry out a wide variety of tasks in a timely
fashion, and knows when to consult with management about setting
priorities.
5. Is comfortable taking direction from several supervisors and negotiating
their requirements.
6. Demonstrates sound judgment, is detail oriented, and understands the
CPA’s code of ethics with respect to handling sensitive or confidential
information.
7. Demonstrates ability to work with little direct supervision.
8. Is proficient with business office equipment, including personal comput
ers and word processing software.
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CHAPTER

THE FIRM ADMINISTRATOR AS
MARKETING DIRECTOR

Clifford M. Brownstein
President, C.M. Brownstein & Associates, Inc.
Bethesda, Maryland

INTRODUCTION
More and more accounting firms are hiring full-time marketing profession
als to plan and implement marketing programs. At the same time, many
smaller firms—driven by economic constraints—are examining other op
tions. One alternative used by many firms is that of asking the firm
administrator to assume the lead role in planning, executing, and oversee
ing the firm’s marketing efforts. In a recent survey of members conducted
by the Association of Accounting Firm Administrators (AAA), some 80
members (or 20 percent of those surveyed) reported having significant
marketing responsibility in their firm.1
Is this a viable option for your firm? What is required to make the firm
administrator successful? Only you can make the final decision, but before
you do, you should be able to answer the following questions. First, what
skills and experience should the firm administrator possess—or acquire—
in order to be successful at marketing?
Second, what will you do about the logistical and planning issues that
accompany the decision to assign marketing responsibilities to the firm
administrator? Finally, what are the costs associated with asking the firm
administrator to assume responsibility for firm marketing? Each of these

questions and issues are examined in the following pages. Taken together,
the information and advice contained here should help you determine
1The AAA Resource B ank Survey (Bethesda, MD: Association of Accounting Firm
Administrators, 1991).
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whether or not asking the firm administrator to serve as marketing director
is the right choice for your firm.

QUALIFYING THE FIRM ADMINISTRATOR
An administrator who is asked to direct the marketing effort will be able to
hit the ground running because he or she already has a good grasp of the
firm’s capabilities, its people, and its policies. The administrator also has
the insider’s advantage of having already earned the respect and trust of the
partner group. As a result, he or she will be able to avoid the sometimes
lengthy accreditation process that a newly hired marketing professional
almost always undergoes.
As far as the requisite skills are concerned, most firm administrators
already possess skills and experience in the areas of program design and
administration, budgeting, and human resources. Yet these same adminis
trators may lack fundamental marketing skills and know-how. While it is
true that any weaknesses in marketing skills could be dealt with through
continuing professional education, training does take time. Further, mar
keting savvy is something some people seem to be bom with, while others
need to acquire it after some years of experience. In other words, the
characteristics that make someone an excellent administrator are not
always those found in a brilliant marketing professional.
Finally, while your firm administrator is acquiring the requisite market
ing skills, you may have to utilize outside consultants to complete special
projects. If this happens fairly often, you may end up spending more money,
at least in the short term, than if you had hired an experienced marketing
professional in the first place.
To determine which option will be the best and most cost effective for
your firm, begin by developing a list of the marketing activities the
administrator will be asked to handle. Next, determine the skills and
abilities that are required to carry them out. Finally, assess the administra
tor to determine how well equipped he or she is to do the job.
When you develop an activities and skills list, your best resource will be
the firm’s marketing plan. This document will help you determine what the
administrator will be expected to do (if you do not have a plan in place, now
is a good time to develop one). When complete, the activities and skills list can
be used to develop a job description. (For more information about the tasks
routinely assigned to the individual in charge of marketing, refer to Chapter 6,
“A Buyer’s Guide to Hiring a Marketing Director or Coordinator.”)

THE FIRM ADMINISTRATOR AS MARKETING
DIRECTOR
After you have developed a job description and assessed the firm adminis
trator’s potential, go over the following issues and decide how you are going
to handle them.
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Reassignment of Tasks
Most firm administrators are hired because a firm’s partners have realized
that firm management is not being given the attention it deserves. The
administrator is often asked to assume responsibility for accounting and
finance for the firm, personnel (including administering payroll, benefits,
hiring and firing), the computer department, supplies, equipment and
maintenance, continuing education, library management, and so on. It is
safe to say that firm administrators almost always have more work than
they can handle.
Which of these tasks will the administrator be allowed to delegate? Who
will take over those projects the administrator cannot handle?

How Will the Administrator Choose Between Firm
Management and Marketing Priorities?
Whenever the administrator is in charge of the firm’s marketing efforts,
there is always the chance that marketing will take a backseat to adminis
trative duties. This is especially true if the firm has instructed the adminis
trator to allocate only a portion of his or her time to the marketing effort. It
is a good idea to establish general guidelines concerning the relative
importance of various marketing and administrative tasks. At the same
time, the firm administrator should also be able to meet regularly with the
firm’s managing partner or executive committee, so special situations can
be dealt with right away.
While this discussion pinpoints one of the shortcomings of asking the
firm administrator to direct the firm’s marketing efforts, consider the
alternative, which is having the partners struggle ahead—each partner
attempting to execute one component of an overall marketing strategy. By
redirecting the firm’s marketing activities to the administrator, a firm can at
least reap the benefits of centralizing its efforts.

Reporting Relationships
Most firm administrators report to the managing partner, or, in smaller
firms, to the partners as a group. In the case of a multioffice firm,
administrators frequently report to the partner in charge of the office.
When the firm administrator assumes responsibility for marketing, he
or she should continue to report to one individual, preferably the same
person who directs firm management efforts. This should be the case even
when the firm also has a marketing committee.

Authority
The administrator must be granted enough authority to carry out his or her
work without being hamstrung by a system of approval that requires review
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of every action and decision. If the firm’s management is explicit in stating
its requirements (usually through the overall marketing plan) and has
outlined budgetary parameters, the administrator should be able to execute
specific projects without a great deal of supervision.

Performance Reviews
Many firms tie their administrator’s performance to his or her ability to
achieve specific predetermined goals. Before employing the same approach
in evaluating marketing performance, it is important to note that many of
the outcomes of marketing are, in fact, intangible or—at best—difficult to
quantify. For example, the firm might launch a PR program in the hopes of
improving public awareness of its services. Yet it is difficult to measure the
results of such a campaign. Therefore, an analysis of the administrator’s
performance should be based largely on how successfully the PR campaign
was implemented.

Compensation
Often, administrators who take over marketing do not receive an automatic
increase in salary. Some administrators will shoulder the added responsibil
ity without complaint. Yet is it fair to ask them to? Some consideration
should be given to the concept of a modest increase, especially if the firm
administrator is not able to delegate some of his or her current workload to
another employee.

Continuing Education
Most firm administrators will have had little, if any, formal training in
marketing. To help them get started, consider arranging for them to attend
marketing seminars and courses. The AICPA and state societies both offer
programs on marketing, as does the Association for Accounting Marketing
(AAM), and m ost community colleges offer courses on a variety of subjects
from market research to communications. Some organizations also sell
videotapes, which administrators can view at their convenience.

Career Path
Where does the firm administrator go from here? The administrator’s career
path has historically been one of uncertainty. There is usually only one
administrator in a firm, with a limit to his or her scope of responsibility and
compensation. Some administrators have increased their value to the firm
by providing billable services to clients, and as time goes by it is possible
that more and more administrators will be asked to become shareholders or
principals.
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But the administrator who also assumes responsibility for marketing
may not have any time to bill work to clients. Certainly, over time the
administrator’s efforts will yield tangible results in the form of new clients,
new work and—presumably—a higher rate of profitability. These kinds of
results would probably not go unrewarded.
Nevertheless, the grim reality is that for most administrators, the easiest
way to achieve increased responsibility and opportunity is to move to
another accounting firm that is larger and more diversified. Although this is
not always the case, these administrators can expect to find a wider range
of activity, a larger marketing budget, and a greater degree of autonomy by
moving up.

COSTS
The most obvious benefit of asking the firm administrator to serve as the
marketing director is that you can avoid the cost of adding another full-time
position to the firm’s payroll. On the other hand, a firm administrator who is
already fully employed cannot be expected to shoulder new responsibilities
without being assigned some additional support staff. So, while you may
have saved yourself the cost of a full-time marketing coordinator or
director, it may be necessary to hire an office manager, bookkeeper, or
administrative assistant to help the firm administrator.
To be sure you have considered this decision from all angles, ask
yourself the following questions:
1. What would it cost us to hire a full-time marketing professional? How
does this cost compare with the cost of hiring (or assigning) new support
staff for the firm administrator?
2. Will the firm administrator receive an increase in salary or other
compensation as a result of assuming responsibility for marketing?
3. If we ask the administrator to handle marketing, what special training
will he or she require? What is the cost of that training?
4. What marketing tasks will the administrator be unable to execute? If we
have to use outside contractors, what can we expect our cost to be?

CONCLUSION
Marketing is a slow, methodical process that requires a considerable
amount of persistence and patience before delivering tangible results.
When an accounting firm hires a marketing professional, or asks its
administrator to assume responsibility for directing its marketing efforts,
there is a tendency to look for results in the very short term. However, the

reality is that one can expect to wait from three months to a year before
marketing begins to impact the firm’s bottom line.
When your marketing director is also the firm’s administrator, it is
doubly important to maintain perspective and to be patient. Because the
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administrator will not be devoting 100 percent of his or her energies to the
marketing effort, it may be even longer before the firm sees some positive
results.
There is no question that a firm’s marketing program can move more
quickly if a full-time marketing professional is hired. However, many
smaller firms cannot afford to exercise this option. For these firms, asking
the administrator to direct their marketing efforts will at least ensure that
the marketing effort moves forward at a steady pace.
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THE PROFESSIONAL
SALESPERSON: THE
ACCOUNTANT’S PARTNER

W. J effre y B oerger
Director, Training Services, Deloitte & Touche
Costa Mesa, California

INTRODUCTION
What role can the professional salesperson play in helping an accounting
firm develop new business? Many CPAs have struggled with this question,
wondering how they would reconcile their need to improve the firm’s
proposal opportunity rate with their appreciation for the fact that, in the
professional services arena, the service and the service provider cannot be
separated.
The answer is simple: While a sales professional has much to offer, he or
she must always play a supporting role in the business development
process. Accountants will always have direct contact with prospective
clients because they are part of the service package that is being offered.
The right salesperson acts as a powerful ally: helping you to achieve the
best possible results at each step along the way, from initial contact and
prequalification to securing the client’s commitment for work.
How would a sales professional work in your firm? There are literally

dozens of variables to consider. This chapter reviews the most important
factors, posing a series of questions that a firm’s management group should
answer before committing itself. Topics include assessing the firm’s ability
to make good use of a sales professional; developing a job description;
recruiting; helping and motivating the salesperson; and compensation. A
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cost-benefit analysis of hiring a professional salesperson is presented in
Appendix 8.1.

ARE YOU READY FOR A SALESPERSON?
Would your firm make good use of a sales professional? To find out, ask
yourself the following questions:
■ Do you feel you are not getting enough opportunities to meet with
prospects right now?
■ Have firm revenues reached a plateau, with the exception of inflation rate
adjustments? Have you seen an actual decline in the amount of new work
you can sell to existing clients?
■ Is the local market mature, with only negligible new company formation
and inflow?
■ Are your competitors relatively aggressive in pursuing new business, and
are they initiating contact with your clients?
■ Do your partners and staff need to do more practice development, but
can’t seem to get out of the office?
■ Is your firm’s culture progressive? Does the firm encourage new ideas and
employ a strategic, investment-oriented approach to practice manage
ment?
An accounting firm that answers most of these questions in the
affirmative would certainly benefit from hiring a qualified sales profes
sional. Equipped with the right skills and resources, this person can help
you achieve the growth that is so vital to continued prosperity. The
salesperson accomplishes this outcome in a number of ways—as described
later in this chapter—but most importantly, by identifying and pursuing
qualified prospects and helping partners and staff to close on more new
work.
Firms contemplating hiring a salesperson sometimes wonder if it is a
professional thing to do.1 Would clients, contacts, and business colleagues
accept such a move, or would they disapprove? These are valid concerns.
First, let’s look at the notion of professionalism. Being a professional
calls for adherence to a set of commonly accepted work methods and
standards of integrity. If you hire an individual whose character and sense
of professional behavior is in keeping with the standards set for the firm as
a whole, then he or she will generally be accepted by clients, prospects, and
firm members quite quickly.
There is also the question of whether or not salespeople can actually
succeed at selling accounting firm services. After all, how can nonaccoun1Many readers will no doubt have questions about the laws and ethical regulations governing
the use of sales professionals. In general, compensating employees for their efforts on a
performance basis, w hether chargeable time or new business, is accepted, while the
payment of commissions or finder’s fees to independent third parties is strictly prohibited.
Because each state tends to interpret the laws governing this issue in its own way, readers
are advised to check with their state society or state board to learn what is permissible and
what is not.
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tants understand the nuances of a CPA firm’s services well enough to do a
good job of selling them? The answer is simple, but not so obvious: They
don’t have to!
A good sales professional should have an excellent grasp of the
essentials of your services—what they are, how they are delivered, and, in
general, how much they cost. The salesperson must also be capable of
identifying a prospect’s needs and explaining how the firm can help to meet
those needs. However, because the sales professional is always teamed
with a practitioner when meeting with prospects, a complete mastery of the
technical intricacies of accounting is not required. In essence, the sales
professional initiates the action, and then works in a complementary
fashion with the accountant to convert the prospect into a client. This
“trapper/skinner” approach to team selling really works. It has worked in
some of the most technical areas of the business world, including comput
ing, financial services, and aerospace. One need not be an expert in order to
generate interest and identify basic client needs.
While sales professionals can play a key role in helping accounting firms
achieve their business development objectives, they cannot do it alone.
Firm professionals must understand that their responsibility for marketing
firm services and undertaking one-on-one selling efforts independently or
as part of a sales team will in no way be reduced when the firm hires a
salesperson. They will only be optimized.

DEVELOPING A JOB DESCRIPTION
When you decide to hire a sales professional, you must define your
expectations. While each firm’s requirements will vary, depending on what
they are trying to accomplish, the sales professional’s duties may include
some or all of the following:
■ Research. Identifying and targeting prospects using specific qualifying
criteria established by the firm’s management.
■ Lead generation. Generating qualified leads through direct mail, commu
nity involvement, telephone solicitation, networking, and other marketing
tactics.
■ Pre-screening. Qualifying prospective clients prior to getting accountants
involved in the selling process in order to maximize the accountant’s
personal time spent in marketing.
■ Telemarketing. Writing professional eye-catching letters of introduction
regarding the firm and its services; developing phone scripts; contacting
and engaging prospective clients in a preliminary fact-finding session;
appointment scheduling; creating and maintaining prospect dialogue
records.
■ Sales assist. Adding sales acumen to each face-to-face selling scenario.
This is accomplished by assisting the accountant in asking questions
designed to uncover the prospect’s needs and buying motivations, differ
entiating the firm from its competitors, overcoming objections, and
closing.
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■ Proposal w riting. Ensuring that the prospect’s real and perceived needs
are acknowledged, and that the firm’s service features are translated into
the tangible benefits the prospect is looking for.
■ Follow-up. Maintaining regular contact with potential clients, in the form
of letters, articles of interest, telephone conversations, invitations to firm
events, lunches, and so on.
■ M easuring results. Maintaining files and databases on prospects and
producing periodic management reports that detail efforts as well as wins
and losses.
■ Inform al sales training. By engaging in a professional services selling
effort on a full-time basis—all within sight and hearing of the firm’s
accountants—the sales professional can steadily transfer his or her skills
to the firm’s CPAs.
Let’s look at a case study that illustrates how the sales professional
would carry out these duties, working in tandem with one or more of your
firm’s accountants. The newly hired salesperson begins contacting prospec
tive clients either through networking, organizational involvement, or
so-called cold calling. The salesperson and the accountant go out and make
an initial sales call. During the interview, the salesperson ensures that all of
the questions necessary to discern the prospect’s needs and concerns are
asked. The salesperson may also field any of the prospect’s nontechnical
questions and help the accountant handle objections. In general, his or her
goal is to lend the accountant a hand, filling in as needed, all the while
positioning the accountant, and the firm, in the best possible light. Back at
the office, the salesperson helps assemble a proposal. In a nutshell, the
salesperson assists in qualifying prospects, getting the accountant in the
door for a meeting with the prospect, facilitating the face-to-face nuances of
the sales presentation, and ensuring proper follow-up.
The following sample job description, Exhibit 8.1, m ay be helpful as you
work to prepare your own.

EXHIBIT 8.1

Sample Job D escription
T itle. Business development manager.
Position description. Creates new business opportunities for the
firm by identifying and initiating contact with prospective client
companies and potential referral sources; provides sales support to
partners and managers on new client solicitations; reports to manag
ing (marketing) partner.
Duties and responsibilities. Target, research, and maintain files on
prospective clients. Write introductory approach letters and initiate
appointments via phone calls. Develop networking relationships with
bankers, attorneys, consultants, and others who regularly interface with
targeted clients. Attend and participate in various business and
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community organizations, as well as relevant trade industry functions, in
order to generate leads for the firm.
Professional and personal qualifications. Basic understanding of
business, accounting, and management systems. Strong commu
nication skills; professional image and demeanor; proven success in
selling professional or technical services; tenacious, goal oriented,
ethical; long-term, client/customer relationship-building experience a
plus.

RECRUITING
Because it will not always be easy to locate a sales professional who already
has experience in selling for other accounting firms, you may have to look
to other, related industries for candidates. Former banking and commercial
finance company business development officers, commercial insurance
brokers/agents, and institutional stockbrokers have made up the majority
of the salespeople hired by CPA firms. Computer and business machine
salespeople may also prove to be likely candidates. These professionals are
highly trained in consultative selling, and are typically quite good at
developing qualified leads, especially through cold calling. Also, since they
may have had experience in selling products connected to accounting
systems, they could already possess a basic understanding of your business.
As a group, these professionals typically have had years of experience
with calling on presidents and CFOs, and are comfortable with the corpo
rate environment. For these sales professionals, the biggest hurdle will be in
adjusting to the management environment of a partner-owned business.

How to Find the “Right” Person
Volumes have been written about how to conduct an employee search, so
we do not attem pt to reproduce that knowledge here. However, a few tips
are in order:
■ If you have a human resources director in-house, he or she should be able
to help you identify the best ways to cast the net. His or her experience
with recruiting in the local m arketplace should prove quite useful.
■ Running an advertisement in local business periodicals is not out of order.
But plan this campaign carefully, in order to control costs.
■ Another option is to retain a headhunter or a consultant who can help you
in clarifying your requirements and in conducting the search and qualifi
cation process. While this is probably the best option available to you, be
sure this individual has an understanding of the cultural characteristics
that are unique to a partnership-run business and has worked with
professional service firms in the past.
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Interviewing and Qualifying Candidates
Here are a few suggestions on getting to know the top candidates before
making a final decision. See Exhibit 8.2 at the end of this section for a
sample list of interview questions.
■ Learn about the candidate as a person: What are his or her personal traits
and motivations? Will the candidate mesh with the personalities and
culture of your firm?
■ Learn all you can about the candidate’s approach to selling and what
makes him or her a great salesperson. Explore the candidate’s training
background.
■ Ask questions about the candidate’s experience. For example, What kinds
of people and organizations did he or she sell to in the past? How much
does the candidate have in common with the businesses you have
targeted? What was the average amount of time required to move from
identifying a prospect to completing the sale? Whenever possible, ask the
candidate to quantify his or her answers.
■ Get a feeling for how well the candidate understands the unique charac
teristics of professional services and how those attributes influence the
selling process.
■ Identify the candidate’s level of knowledge about the accounting industry
in general, and about your firm and its services in particular. This will
show how quickly the candidate could be expected to get up to speed and
demonstrates degree of preparation for the interview.
■ Make sure you inform the candidate about the dynamics of working for a
partnership, instead of in a corporate structure. Does the candidate
understand how key decisions are made and how problems and conflicts
are resolved?
Who should be involved in interviewing candidates and making the final
selection? Because this is such an important matter, you should employ the
same protocols used whenever the firm is making any key decision. For
example, if the firm’s partnership is willing to accept the managing partner’s
decision, then only his or her input is needed. If, on the other hand,
important decisions are usually made by the partnership group as a whole,
then it would probably be best for all of the partners to meet with the top
candidates and vote on the final selection.

EXHIBIT 8.2

Sample Interview Q uestions
What aspect of sales do you like most?
It is rare to get an immediate yes from clients. What would you do
in these situations?
Tell me about your training. What have you done to become a
better salesperson?
What are some of the things in sales that you find difficult to do?
What do you know about our firm and its services?
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Do you ever take work home?
What special characteristics should I consider about you as a
person?
What do you feel are your personal limitations?
What special skills and techniques are required to be successful
over the phone?
What do you consider your greatest strength?
How much time do you spend on the telephone in your job?
What types of personalities do you sell to and work with in your
current job?
Are there any business or social situations that make you feel
awkward?
Describe your personality.
How do you approach gaining an understanding of a client’s needs?
How do you get a fix on people in the first few moments of meeting
them?
How do you organize yourself for day-to-day activities?
What kind of rewards are most satisfying to you?
In your current job, how long does it typically take from initial
contact to close the sale?
Describe a typical day.
Why do people buy a service?
Have you ever developed a new territory for an employer?
How many prospects do you like to handle at one time?
What do you feel are the personal characteristics of successful
salespeople?
Do you set goals that are easy or difficult to reach?
What do you dislike most about sales?
If a partner came to you with a complaint about the way you were
doing things, how would you react? What would you do if you
could not resolve the matter?
How would you define a conducive work atmosphere?
If you could make one constructive suggestion to your current
management, what would it be?
How do you deal with disagreements with others?
Describe the best manager you ever had.

HELPING THE SALESPERSON TO BE SUCCESSFUL
Once you’ve hired a salesperson, the real work begins. While it may be
tempting to let a seasoned sales professional operate independently, this is
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not advisable. Instead, it is extremely important that you work closely with
the salesperson, to ensure he or she understands the firm’s goals, target
markets, resources, and expectations. You must work together to develop
the best possible game plan.
What kinds of goals are realistic? Again, there are so many variables that
will be unique to your firm, it is difficult to offer precise guidelines. Much will
depend on the skills and experience of the sales professional you have hired.
Also, the marketplace, and the types of prospects you will be targeting, will
play a key role. For instance, will the salesperson be asked to help the firm
build up a new practice area, or simply expand a service that is already in
place? Will he or she be expected to sell transaction-oriented consulting
engagements, which may require a shorter gestation period, or mostly audit
work, which is more relationship oriented, and may take longer to win?
To develop realistic goals, and then to quantify them, you must begin by
ascribing some value to everything the sales professional will be asked to
do. This extends to the quality of efforts, not just the quantity of sales. It also
includes what the salesperson helps others in the firm to achieve. For
example, if you have decided the sales professional is responsible for
guiding junior firm members and helping them develop marketing skills,
then this too must be considered when the salesperson’s performance is
being evaluated.
Don’t confuse sales with marketing. Too often the salesperson is asked
to be involved in planning the firm’s seminars, newsletters, brochures,
advertisements, and so on. The net result is that the salesperson is asked to
be a hybrid—part sales professional, part marketing director—who is not
especially effective in either capacity.
This is not to say that the sales professional and marketing department
should not work together. In fact, the salesperson will have an improved
chance for success if a marketing professional and marketing plan are
already in place, as both can provide him or her with important strategies
and direction in prospecting for new clients.
Furthermore, each can support the other’s efforts in certain areas. For
example, the marketing professional can support the salesperson’s efforts by
providing background information on specific prospects culled from commer
cial databases. The salesperson can, in turn, relay any intelligence gathered on
the street concerning market demand for a new service, competitor strategies,
or the growth potential of a new or emerging market segment.
Whatever standards you choose to employ, remember to give the new
salesperson a fair chance. It will take a while for him or her to achieve any
significant results, so the first year may not look that great on paper. However,
the increased prospecting activity and contacts will pay back in future years.

MOTIVATING THE SALESPERSON
While in many instances the salesperson acts as a leader, and a standardbearer, he or she must also have someone in the firm to turn to for advice,
mentoring, and leadership. That person should be the firm’s managing
partner.
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If the firm has multiple offices, it may be preferable for the salesperson
to report to someone located in the same office, such as the partner-incharge. This person—the managing partner or the partner-in-charge of the
office—should also be responsible for evaluating the salesperson’s perfor
mance and for helping him or her to mediate any conflicts or problems that
come up in the course of the work. An example of such a conflict might
revolve around the failure of firm accountants to follow-up on leads or to
employ particular strategies.
What is the optimal mix of salary, bonus, and commission that will keep
your salesperson motivated? Most firms should expect to pay a top candidate
an amount equivalent to what they pay their managers or senior managers.
While some firms have utilized a commission-only compensation plan,
most serious sales professionals will not be willing to accept such terms. In
fairness, it would be difficult for them to do so, as they could not reasonably
be expected to earn significant commissions within the first 6 to 12 months
of service. In fact, many firms have utilized one kind of compensation
program for the first 12 to 18 months of the salesperson’s tenure, and then
introduced a more results-oriented system at the end of that period.
Commission system options include the following:
■ 5 to 20 percent of the first year’s fees collected, or
■ Some percentage of the expected amount of fees for the first year (depend
ing, in part, on the size of the fee and whether or not the work is recurring).
■ As a rule, 100 percent of the commission is paid out in the year the
revenues are generated, although some firms pay the commission out
over a two- to three-year period.
■ Firms wanting to encourage the start-up efforts of a new sales profes
sional frequently opt for paying commissions on the value of the proposal
opportunities the salesperson is able to generate for the firm. In this case,
there is frequently a ceiling on the amount that can be paid, such as 5
percent of the proposal amount, up to $1,000 per proposal. The firm
retains quality control because the salesperson only receives a commis
sion on the proposal opportunities the firm chooses to pursue.
■ Bonuses are generally only paid out when the sales professional has
reached or exceeded targeted production quotas for the year.
Whatever approach you use, be sure to compensate fairly based on
tangible activity that is within the control of the salesperson (e.g., leads
versus wins in the first six months and allowances made for “strategic” use
of time).

TENURE AND CAREER TRACK
Will your sales professional contribute enough to become a long-term asset
of the firm, and therefore merit consideration as a principal? If the answer is
yes, and if the salesperson is interested in this type of advancement, you will
have to create some kind of career path. Ultimately, this opportunity to
advance may be a key ingredient in retaining a quality sales professional for
the long term.
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CONCLUSION
Accounting firms are employing salespeople with greater and greater
frequency, and with good reason. Hiring a professional salesperson can be
the most powerful device a CPA firm can use to acquire new clients and to
professionalize its business development efforts. It is also an excellent way
to facilitate the introduction of new products or services targeted to a
specific market segment or niche.
The ultracompetitive 1990s are forcing all accounting firms to take a
hard look at how they do business and at the tools they utilize to ensure
growth and long-term prosperity. Because a sales professional’s efforts can
be clearly quantified—and the results more precisely measured—the pro
fessional sales approach will continue to find popularity among accounting
firms of all sizes.

APPENDIX

8.1
COST-BENEFIT ANALYSIS OF
HIRING A PROFESSIONAL
SALESPERSON

TOTAL VALUE PRODUCED BY SALESPERSON
Year 1

Year 2

Year 3

Year 4

Net fees
New sales calls
Proposals

$ 30,000
25,000
15,000

$ 78,000
20,000
20,000

$144,000
15,000
25,000

$228,000
12,500
30,000

Subtotal
Less cost

$ 70,000
(102,000)

$118,000
(121,000)

$184,000
(140,000)

$270,500
(159,000)

Total

$(32,000)

$(3,000)

$44,000

$111,500

ASSUMPTIONS

Fees
Gross fees
Year

G ross F e e s

R ecurring

N onrecurring

1
2
3
4

$100,000
200,000
300,000
400,000

$ 60,000
120,000
180,000
240,000

$ 40,000
80,000
120,000
160,000

C um ulative
T ota l

$ 100,000
260,000
480,000
760,000

We have assumed the salesperson is working for a middle-market CPA
firm, where the average new business client generates between $10,000 and
$20,000 in gross fees.
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For each year in question, the gross billings generated by the salesper
son breaks down into 60 percent recurring, and 40 percent nonrecurring.
Net fees
Year
1
2
3
4

Gross F ees

Profit True Rate

N et Value

$100,000
260,000
480,000
760,000

.30
.30
.30
.30

$ 30,000
78,000
144,000
228,000
Total

$480,000

All work is valued at 30 percent of gross. No allowances are made for
less than full realization.

New Sales Call Activity
Year

Number o f New
Calls

Value per Call

Total Value

1
2
3
4

100
80
60
50

$250
250
250
250

$25,000
20,000
15,000
12,500

There is an intrinsic value to each new sales call made by the professional
salesperson. Each time a professional salesperson is utilized in a new
business development effort, at least two hours of partner billing time are
saved. That is, at least one partner in the firm is freed to generate revenue
for the firm, even as new work opportunities are being created. The value of
this time is estimated at two hours at average partner billing rate of $125 per
hour.
Note that the number of new sales calls drops each year. This projection
is based on the assumption that, while the total number of sales calls
initiated by the sales professional may actually increase, he or she will
undoubtedly make repeated sales calls to certain key prospects. These calls
are not counted twice.

Proposal Activity
Year

Number o f New
Proposals

Value per
Proposal

Total Value

1
2
3
4

15
20
25
30

$1,000
1,000
1,000
1,000

$15,000
20,000
25,000
30,000
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Proposal opportunities also carry an intrinsic value. The value of $1,000 per
proposal was arrived at in this way: In many firms, the standard finder’s fee
for any proposal opportunity generated by a nonpartner is 5 percent of the
value of the first year’s fees. In this case, we have assumed that $20,000
represents the average value of a proposal opportunity.

Cost o f the Salesperson
Year 1

Salary
Commission
Half-time sec
retary
Benefits
Expenses
Total

Year 2

Year 3

Year 4

$50,000
10,000
10,000

$55,000
20,000
11,000

$60,000
30,000
12,000

$65,000
40,000
13,000

20,000
12,000

22,000
13,000

24,000
14,000

26,000
15,000

$102,000

$121,000

$140,000

$159,000

Commissions are calculated at 10 percent of gross fees.
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THE MARKETING CONSULTANT:
MORE THAN AN EXPERT

Barbara A. Bacigalupi
President, Bacigalupi Associates
San Francisco, California

INTRODUCTION
The single most important reason for undertaking marketing is to be in the
position to choose which clients your firm will do business with in the
future. Engaging a marketing consultant should be the natural extension of
the decision to formalize your response to changing marketplace dynamics,
and so take control of the firm’s destiny. In this context, the marketing
consultant should serve as a trusted facilitator who can help you m aster the
marketing planning process, and in so doing, enable you to take increasing
charge of the firm’s future.
While a marketing consultant can do a great deal, marketing cannot be
successful if a firm’s partners believe that someone else can market the firm
on their behalf. This is because the final product of every marketing effort is
a new or enhanced client relationship, and the task of building that
relationship can never be delegated.
In a healthy client-consultant relationship, the consultant can do much
more than generate specific marketing programs or products for the firm,
such as a training session, brochure, or annual partner’s retreat. Your
marketing consultant can also act as the firm’s adviser, helping you engage
in the long-term strategic positioning of the practice.
The good consultant is one who not only knows and appreciates
marketing theory, but also how to support people through significant
behavioral change. And behavioral change will take time. This means that in
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addition to evaluating the prospective consultant’s capabilities, you must
also determine what kind of relationship you can form with him or her over
time.
There are two important steps you must undertake before entering into
a search for a marketing consultant. First, determine how you will utilize
this professional, and—if you wish to hire someone to help you with
strategic planning—do some pre-planning homework before the person
comes on board. Second, define the performance criteria the consultant
must meet, so your search for candidates will be both efficient and
productive.
Are you ready for a consultant? Marketing consultants tend to be hired
to support firms through one of two broad categories of work: the
development of the firm’s strategic vision (also called strategic planning)
and plan implementation. These two categories are outlined in Figure 9.1.

FIGURE 9.1

C onsultant’s Role in the Marketing Process

Developm ent o f Strategic Vision

Plan Im plem entation

D ata Collection

Planning

Mass Communications

Consultant facilitates
or accom plishes__
Profiling the practice
Clients
Finances
Market definition
Attitudinal research
Competitor analysis

Consultant
fa c ilita te s .. .
Clarification of practice
values
Consensus building
Decision making on
target markets
Goal setting
Service positioning
Strategy formulation

Consultant
accom plish es.. .
Publications
Advertising
Direct mail
Media relations
Community/industry
relations

Selling
Consultant
tr a in s.. .
Client cross-selling
Networking
Lead development
Proposals
Customer service

If you are hiring a marketing consultant to execute a specific phase of the
implementation process, your primary task is to ensure that the consul
tant’s skills match those required to do the job. This topic is discussed later
in the section, “How to Qualify a Marketing Consultant.”
However, if a marketing consultant is being retained to help the firm
develop a strategic plan, your partners must be prepared to do much more.
First, they must be willing to express their personal expectations regarding
the firm’s future, and how they think marketing should be used to achieve
that future. During this process, there must be a mechanism for bringing all
areas of consensus and dissent within the partner group to the surface, even
if some of these issues are painful to discuss. Finally, the partner group
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must be prepared to share all of its findings with the marketing consul
tant, so he or she can begin with a sure knowledge of how key decision
makers perceive marketing, and what they have in mind for the future of the
firm.
This is not to say that a partnership group must enter into the marketing
planning process with a unified vision of the firm’s future. On the con
trary, a diversity of opinions allows for the exploration of many poss
ible paths. What is important is that all key decision makers lay all of their
cards on the table. If, instead, a minority of the firm’s partners have
unexpressed, but strongly held, views about the direction the firm should
be taking (or the means it should employ to get there), then a potential for
difficulty arises. If this divergence of opinions is not resolved, or at
least reckoned with, only a few of the firm’s partners—never the
entire group—will be satisfied with the outcomes achieved by the strategic
plan.
In short, it is extremely difficult to have a successful marketing effort if
there are competing visions of the firm’s future. A good analogy might be
that an accounting firm would have difficulty operating successfully if it
simultaneously embraced two—or more—sets of auditing standards and
procedures.

DETERMINE PARTNERS’ MARKETING EXPECTATIONS
Determining partners’ marketing expectations requires two surveys. The
first survey identifies each partner’s marketing priorities, and the second
survey assesses each partner’s level of marketing time and resource
commitment. All of the firm’s partners should participate in this exercise.
You can include others as well, particularly senior managers who are soon
to become partners and so have a personal stake in securing the future of
the firm. When filling out the form, respondents should offer their gutlevel assessments. The questions in the form should not be discussed in
advance, and to ensure complete honesty, responses should be made
anonymously.

Identify Each Partners’ Marketing Priorities
Use Survey Form 1, Exhibit 9.1, to identify individual priorities and to
determine which issues are considered most important by a majority of the
firm’s partners. This process will also help you identify the areas in which
the strongest divergence of opinions exists. For instance, some might feel
the firm should focus its energies on improving client retention, while
others might believe the firm’s first priority is improving its rate of proposal
wins.

Survey Form 1: M arketing Issues Prioritization Work Sheet

EXHIBIT 9.1

Rate each of the following issues in terms of their importance to the future
of the firm.

Importance to Firm
Low
M oderate
High
1
2
3
4
5

Client Relations: We need to . . .
Improve client retention
Achieve greater balance within the client base
Improve cross-selling between partners
Increase the client base
Address clients’ sensitivity to fees

1
1
1
1
1

2
2
2
2
2

3
3
3
3
3

4
4
4
4
4

5
5
5
5
5

Increase the number of incoming leads
Increase contacts with referral sources
Improve the firm’s visibility and identity
Improve our rate of proposal wins

1
1
1
1

2
2
2
2

3 4
3 4
3 4
3 4

5
5
5
5

Improve sales of existing services
Offer new services

1 2 3 4
1 2 3 4

5
5

Business Development: We need to . . .

Services: We need to . . .

Marketplace Issues: We should_
Be concerned about the strength and actions of
competitors
Expand the firm’s reach to new geographic areas
Expand the firm’s services to new types of
consumers
Be concerned about the loss of existing clients

1
1

2 3 4 5
2 3 4 5

1
1

2
2

1
1
1
1
1

2 3 4
2 3 4
2 3 4
2 3 4
2 3 4

3 4 5
3 4 5

Internal Human Relations: We need to address_
Succession planning within the firm
Partner income increases
Upward mobility for staff
Merger or acquisition
Growth of firm in overall size

104

5
5
5
5
5

CHAPTER

9

THE MARKETING CONSULTANT: MORE THAN AN EXPERT

105

Information on how to tabulate and analyze this survey, is discussed
later below.

Assess Each Partner’s Level o f Marketing Time and
Resources Commitment
Use Survey Form 2, Exhibit 9.2, to determine how much the firm’s partners
are willing to commit to the marketing process. This information will be
essential to the budgeting process, as the degree of the partners’ commitment
should determine the intensity of the marketing effort.
EXHIBIT 9.2

Survey Form 2: Marketing Time and R esources Commitment
Rate your level of agreement with the following statements. The rating
categories are as follows:
1 = Not sure
2 = Strongly disagree
3 = Somewhat disagree
4 = Somewhat agree
5 = Strongly agree
I will devote personal time and energy to marketing.
We need to professionalize our firm’s approach to marketing.
Partners should be evaluated on their marketing performance.
Every partner must participate in bringing new business to the firm.
We need to market right now (there is a sense of urgency).
All our staff need to be part of the marketing effort.
I’m willing to see the firm invest significant financial resources in
marketing over the next several years.

Tabulate and Analyze Surveys 1 and 2
Once the surveys have been collected, count the number of respondents
who gave a score of 1,2,3,4, and 5 on each question, and then determine the
percentage distribution of responses. For example, Survey 1 question 1
(“We need to improve client retention”):
R espon ses

Count
Percentages

1
2
3%

2
3

3
5

4%

7%

4
35
50%

5
25
36%

Total
70
100%

When most of the respondents scored two adjacent numbers, as in the
example, it can be concluded that consensus exists. For instance, in this
particular case, 86 percent of all respondents gave a score of 4 or 5.
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A bipolar pattern indicates strong divergence of opinion. For instance, if
half of the respondents scored a particular question with a 2, while the
other half awarded a score of 5, then it is clear the respondents are strongly
divided.
Finally, a random pattern of scoring suggests that a wide variety of
opinions are held. This is not always a bad sign: It may simply suggest that
the partners, as a group, have not had sufficient opportunity to examine and
discuss the issues in question as much as they would like.

BE PREPARED TO SHARE ALL FINDINGS WITH THE
CONSULTANT
When a firm contemplates committing significant resources to the market
ing effort, it is inevitable that existing values will come into clearer focus,
and that new—sometimes troubling-questions will arise. While divergence
of opinion is not unhealthy, some common ground is essential if a
marketing plan is to be developed and implemented successfully.
For instance, it would be difficult to know how to allocate marketing
dollars if half of the firm’s partners were convinced that the firm’s greatest
priority was to broaden its geographic reach, while the other half felt the
firm was already overextended and that, instead, it should focus its efforts
on doing a better job of serving existing clients. By the same token, if the
partner group is strongly divided on the issue of how much to commit to the
marketing effort, the partners holding the minority opinion will always be
somewhat dissatisfied.
Once you have retained a consultant, it is vital that you share the results
of the surveys with him or her, as well as the outcome of any meetings in
which the partner group discussed the findings. You must also expect the
marketing consultant to probe on other, equally sensitive internal issues.
The following list typifies the issues a marketing consultant might want to
explore prior to commencing the firm’s strategic planning process. While
some of these topics can be quite sensitive, the marketing consultant will
have difficulty in helping the firm create a viable plan if there is an
underlying problem or conflict in one or more of these areas:
■ Do the partners have a shared philosophy of client service?
■ Does the firm’s compensation system produce consensus or dissent
among the partner group?
■ Do the partners have a shared vision for the future of the firm?

■ Do the partners feel that all partners produce quality work?
■ Do the firm’s people respect each other?
■ Is there a general consensus that all employees are well treated?
■ Is there a perception that all partners contribute as team players?
With a profound understanding of each partner’s values, priorities, and
goals concerning the firm’s future, the marketing consultant can help you
forge a strategic plan that is accepted and endorsed by all.
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HOW TO QUALIFY A MARKETING CONSULTANT
Once you have completed the internal assessment ju st described, or have
determined which components of strategy implementation you will assign
to the consultant, you will be empowered to make a better selection of a
marketing consultant. Exhibit 9.3 is a sample marketing consultant evalua
tion form. This document lists the criteria you should use when evaluating
candidates.
While it may look like an interview form, don’t fill it out until after
your meeting with the consultant is over, as this may disrupt spontan
eity. Once the interview is complete, you can jo t down your impres
sions, and so determine w hether or not the consultant’s capabilities are
complete.

EXHIBIT 9.3

M arketing C onsultant Evaluation Form
After completing a face-to-face interview with a prospective marketing
consultant, review the following performance criteria and rate the consul
tant on each category, using the following scale:
Poor

Adequate

Good

Excellent

Marketing orientation
Professional services marketing experience
Scope of service
Target marketing/vertical niche strategies
Consumer experience
Insider to the accounting world
Potential for conflict of interest
Consensus-building skills
Energy
Creativity
Technical communications skills
Persuasive writing
Visual orientation
Personality fit
Self-confidence
Fees and pricing methodology

Value for dollars spent
Leverage
Ability to ask for your business
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Marketing Orientation
In a professional services environment, marketing is always based on soft
sell techniques. For instance, when an accountant meets with a prospective
client, the client is always interviewed to determine his or her needs before
any services are offered. It is only after the client’s needs have been
identified that the accountant responds with an offer of services, or with
information designed to enhance the prospect’s understanding of his or her
true service requirements.
Your consultant must understand that this approach to marketing can
be applied at both the firm level, through planning that is preceded by
careful market analysis, and on the individual level, through the teaching of
consultative selling techniques. Unless the consultant is qualified to offer
training at both levels, the firm’s promotion and sales efforts may come
across as hard sell.
The best way to assess the consultant’s philosophy of marketing and
sales is to let him or her demonstrate it during the course of the interview.
Resist the natural tendency to control the interview. Instead, let the
consultant guide you through the discussion. While it is appropriate for the
consultant to begin with a brief review of his or her professional experi
ence, a good consultant will stop short of selling and quickly bridge to
scoping out the needs of your firm through open-ended questioning
techniques.

Professional Services Marketing Experience
The marketing of professional services is a relatively new specialization,
and you should recognize the inherent shortcomings of consultants who
have never marketed a professional service before. A prospective consul
tant should articulate the importance of respecting the accountants’ profes
sional ethics. Your consultant should also address how he or she would
tackle the average client’s inability to judge competently the quality of the
accounting services provided. It is this focus on educating the consumer
that sets professional services marketing apart from product marketing.

Scope of Service
Very large firms can afford to hire armies of consultants—planning facilita
tors, researchers who define markets and consumer opinions, trainers in
skills such as consultative selling and proposal writing, and communica
tions experts who can accomplish media relations, publications, direct
mail, and advertising. But for the vast majority of accounting practices,
there will be a strong need to depend on a generalist consultant, one who
can assist the firm with several marketing activities. Your interview with a
prospective consultant must cover the full range of services that the
consultant can provide, as long-term flexibility may prove to be very
economical.
Use the results of surveys 1 and 2 (Exhibits 9.1 and 9.2) to determine
whether you need a consultant who is oriented more toward consensus

CHAPTER

9

THE MARKETING CONSULTANT: MORE THAN AN EXPERT

109

building, planning, or communications. Many consultants are very versatile,
but some are not. Before entering into the selection process, you
should know what you need and be able to identify the mix of skills needed
most.
If the firm has an internal marketing director, you may limit your use of
a consultant to the facilitation of critical planning decisions or the accom
plishment of sophisticated higher budget promotional campaigns. If you do
not have internal marketing professionals, you may choose to use the
consultant to initiate a series of marketing efforts and assist you in
identifying your need for an in-house professional.

Target Marketing/Vertical Niche Strategies
All service-based businesses are faced with the dilemma that they have less
money and time available for marketing than they would like. If an accounting
firm wants to attract new business clients, it cannot afford to promote its
services to all businesses operating within its region. It is therefore essential
that the firm restrict its marketing efforts, or target its markets as narrowly as
possible. In so doing, it can reach the largest number of qualified prospects
while investing the minimum number of dollars on marketing.
A consultant’s appreciation for vertical niche marketing is, therefore, a
pivotal issue in the qualification process. If the consultant talks in grand
terms about how you can gain visibility, but fails to confine proposed efforts
to a narrowly defined geographic area, industry group, or consumer
segment niche, then you can expect a great deal of puff and little result.

Consumer Experience
For most small to medium-sized accounting firms, there are two major
categories of consumers: businesses, and individuals or family groups. Your
marketing strategies and promotional techniques will vary considerably,
depending on whether you are selling to organizations or individuals. You
should therefore assess the prospective consultant’s experience in these
two arenas and determine w hether or not the candidate has the background
needed to reach the consumers you wish to target.

Insider to the Accounting World
Does the consultant speak your language? Is there sensitivity to the
economics of an accounting practice? While these factors are important,
the consultant must also be able to help you interpret your profession—and
its services—to targeted consumers. So look for sufficient familiarity with
the accounting profession to facilitate good communication, but don’t make
it a requirement.
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Potential for Conflict of Interest
It is almost inevitable that an insider to accounting has worked for other
accounting firms, and therefore might have a conflict of interest. While
prior experience with accounting firms does not automatically signal a
conflict of interest, you should look for it if you have retained the consultant
to guide you in targeting a specific industry or market segment. In this
situation, it is vital to your self-interest that you ensure the consultant’s
work will in no way overlap with what he or she is doing—or has done—for
other accounting firms. You should discuss this issue with the consultant,
and ask how he or she handles conflict of interest situations, and whether or
not the consultant perceives any potential conflicts in serving you.

Consensus-Building Skills
A consultant who is adept at the people-handling side of marketing will
stress the importance of giving all stakeholders of the firm’s future equal
voice in the marketing process.

Energy
While seldom discussed, one of the chief reasons for retaining a consultant
is to purchase energy. When you have finished meeting with your consul
tant, you should feel personally energized. Every discussion with the
consultant should lead to a desire to take actions that might otherwise be
put off because the daily pressures of serving clients are too great. More
importantly, the consultant should impart the kind of energy that enables
your firm to have staying pow er in marketing.

Creativity
Most accountants spend their days enveloped in a highly technical world
that calls for analytical capability and adherence to regulations. By con
trast, marketing strategies flow from the ability to look at the familiar and
see something new and to be innovative when faced with change and
uncertainty. Your consultant must be creative and capable of suggesting
alternate courses of action that go well beyond the familiar.

Technical Communications Skills
If you need a consultant who can provide PR or advertising services, review
samples of prior work. These are best presented in a portfolio of projects.
Here are a few tips on how to evaluate portfolios:
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■ If you see only full-color glossy publications, then be concerned that the
consultant will only accept high budget projects and production methods
that are often too slick for accounting firms.
■ Look for a variety of quality standards within the portfolio. Publications
should be appropriate for the audience in terms of graphics, writing style,
and overall project cost. Consider the unique viewpoints of the consum
ers of different publications and ask yourself if the pieces are effective.
■ See how well the identity of an organization is visually maintained
through a family of publications. Analyze how the organization’s logo and
typography have been applied.
■ Have economies of scale been achieved in production? For example, are
the same art elements creatively utilized in multiple publications?
■ Determine how well media have been mixed to create optimal campaigns.
For example, advertisements, direct mail, and media stories should be used
in a coordinated effort to saturate a target market with a specific message.

Persuasive Writing
Ask prospective consultants to provide you with writing samples, as writing
is a skill you will want the consultant to evaluate and improve within the
firm. Marketing writing differs substantially from the writing style utilized
by accountants in the course of preparing work product. When you read
effective writing that is intended for marketing purposes, you will note it
avoids technical language and works to heighten the audience’s interest by
presenting topics in interesting terms. Marketing-oriented writing is delib
erately intended to flow and sound like conversation, in order to pull the
reader into the subject matter. Further, the writing should build a carefully
constructed argument (cause and effect) that presents a solid case to the
consumer for purchasing services from the firm.

Visual Orientation
Because marketing depends so much on visual communications, you
should look for signs of aesthetic sensibility in the marketing consultant.
The design of the consultant’s letterhead and layout of such basic docu
ments as capabilities statements will give you a good idea of whether or not
the consultant is sensitive to the use of color and space. You don’t have to
be trained in graphics to make a judgment call. Either their material will be
appealing or it won’t.

Personality Fit
Your ability to feel at ease with the consultant, and to have the trust to share
proprietary information about the firm—knowing it will be held in confi
dence—is paramount. Marketing can be a little disconcerting at times
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because of the personal and organizational change it brings about. You
must be confident that the consultant you choose is one who will support
you through the natural unrest that market-based planning brings.
This is not to say that working with a marketing consultant should be a
frustration-free experience, and it is important to separate carefully any
discomfort with marketing itself from discomfort with the person who will
lead you through the marketing process. If the chemistry isn’t there, there is
no use in prolonging the qualification process. Recognize it, and share your
reaction with the prospective consultant. Unless discomfort can be quickly
resolved, do not proceed with further qualification.

Self-Confidence
An effective consultant will be solid in his or her marketing advice, and yet
not overbearing or egotistical. Numerous studies have proven that we are
more likely to buy from those persons who can convey a sense of winning.
Your consultant must possess this attribute if he or she is to help cultivate a
winning self-confidence that your professional staff can then convey to
clients and prospects.

Fees and Pricing Methodology
Like accountants, consultants will most often bill on an hourly rate plus
out-of-pocket expenses. Given the serious nature of the work entrusted to
marketing consultants, their fees will be comparable to those accountants
and attorneys. But just as with the accountant or attorney, it is the total
value for dollar spent that is most important. The critical skill to assess here
is how well the consultant can systematize the consulting process for
maximum cost effectiveness and control of overall project costs.

Value for Dollars Spent
In general, the more aggressive the firm, and the more pressure placed on it
by changing market conditions, the more money and time it will have to
devote to marketing. At the same time, the right amount of marketing is the
smallest expenditure required to achieve the desired result. Real cost
control stems from the consultant’s ability to match the intensity of
marketing with what is at stake for the firm.

Leverage
The marketing consultant should propose ways to leverage marketing skill
to the firm’s professionals. Look for the consultant who from the start talks
about how marketing expertise will be shared with you so that, eventually,
you will no longer need the consultant’s services.
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Ability to Ask for Your Business
The consultant should ask you for your business. He or she may accomplish
this by expressing a desire to work with you, or by proposing that specific
follow-up actions be established. Regardless of the closing method em
ployed, it is essential that the consultant demonstrate his or her ability in
this arena. Otherwise, how will you know whether or not the consultant is
competent to coach your staff through the same process?

HOW TO LOCATE PROSPECTIVE CONSULTANTS
To locate prospective consultants, your best bet is to turn to colleagues in
other professional service firms and let them act as an intermediary. If you
respect your colleagues’ philosophy of doing business, chances are they
will refer you to a consultant who will be compatible with your firm’s style.
Of course, some firms will be reluctant to share an excellent consultant
for fear of losing the competitive advantage the consultant brings to the
firm. And you will probably not want to ask primary competitors for advice.
Here are a few ways to get the information you need while avoiding
awkward situations:
■ Talk to accountants in firms that have a different specialization. For
example, if your firm specializes in real estate accounting, a good source
might be an accountant who handles litigation support.
■ Turn to other professions, especially law and banking.
■ Talk with marketing directors of accounting firms. They are likely to be
active in local professional marketing associations and are aware of the
track records of local consultants. Of course, this assumes you do not
have your own marketing director. If you do, always involve your internal
marketing expert to identify and qualify consultants on your behalf.
It is important to keep in mind that asking for the name of a marketing
consultant is not a sign of weakness. In fact, you can use your search for a
consultant as a great reason to talk about your firm’s exciting future with
many local referral sources.
When talking with referral sources, use the list of ten questions to ask,
shown in Exhibit 9.4 to serve as a handy guide to help you interview referral
sources and references about the capabilities of a prospective consultant.
EXHIBIT 9.4

Ten Q uestions to Ask
Use these questions when talking with references about the qualifications
of prospective marketing consultants. Ideally, you should speak with
referral sources who have worked with a consultant long enough to ob
serve significant behavioral and organizational changes taking place in their
firm.
1. Why did your firm seek out the services of a consultant?
2. How did the consultant go about introducing marketing into the firm?

114

SECTION

II

BUILDING YOUR MARKETING TEAM

3. Was the consultant sensitive to the people of your firm—not just
partners, but everyone?
4. What results has the marketing consultant helped your firm to achieve
(a) in terms of business development? and (b) in terms of the growth
of the professionals in the firm?
5. Was the consultant flexible and able to adapt methodologies and
programs to the needs of your firm?
6. During meetings, how well did the consultant facilitate differing points
of view and meet head-on challenges to marketing made by members of
the firm?
7. At any time did you lose confidence in the consultant? If so, what issue
was at stake and how was the situation resolved?
8. What suggestions made by the consultant did the firm decide not to
follow? Did you have any regrets?
9. Were all major expenditures discussed and appropriately authorized in
advance?
10. What can the firm now do on its own that it was not able to do prior to
working with the consultant?

PUTTING THE CONSULTANT RELATIONSHIP
INTO PLACE
Too often, too much time is wasted in a written proposal process. If, after
interviews and reference checks, you believe you want to go ahead with a
particular consultant, ask them to suggest two or three very limited projects
that could be used to get started in marketing.
The goal here is to allocate a modest amount of time and money to find
out if you can work well with the consultant and if you agree with the
consultant’s approach and work style. Examples of the kinds of projects the
consultant might undertake include auditing the firm’s current marketing
activities, presenting a brief “this is marketing” training session, or scoping
out a planning methodology.

CONCLUSION
The commitment to marketing is a long one—actually one that should last
for as long as the firm is in business. The consultant will be there to get you
started, to facilitate the firm through major marketing decisions, and to
supervise key aspects of implementation. But, while marketing will be with
you forever, the consultant will be there only for a time.
There is no doubt that attempts to measure the consultant’s perfor
mance will cause the most serious confusion. Results, as measured by new
client engagements and cross-selling hours, will take time to achieve—
probably two to three years. In the interim, you must find other ways to
measure the consultant’s effectiveness.
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First, do you see those small but bright sparks of new and daring
behavior among firm members? Are you personally making decisions from
a perspective of heightened marketing awareness? These are the signs and
symptoms that the transformation to a marketing orientation is well under
way.
Second, keep careful watch on how well your consultant weighs the
cost to benefits of each proposed action. The good consultant is selfregulating and will sell you only what is of value to your firm and in the right
proportion for the specific clients you wish to cultivate.
The selection and retention of a marketing consultant can be a positive
step toward taking charge of your firm. But it is important you find a
professional who will consider your firm’s success as the only success that
counts.

SECTION

III
MARKETING TACTICS:
WHEN, WHY, AND HOW

The ultimate test of a marketing tactic’s usefulness is whether or not it
contributes to the firm’s ability to identify, woo, and win the types of clients
the firm seeks. That’s why it is so important to precede the selection of
specific tactics with the development of a carefully researched marketing
plan. Tactics should be chosen that will best accomplish the marketing
goals of the firm. Now is the time to ask “When?,” “Why?” and “How?” and
not to mention “How Much?”
It is these and related questions that the chapters of Section III seek to
answer. The authors explain how each given tactic fits into a firm’s
marketing strategy. They also offer detailed advice on how to plan,
administer, and evaluate each tactic—step by step.
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Partner, Mayer Hoffman McCann
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INTRODUCTION
The debate rages on about whether or not advertising is really a useful
marketing tool for CPA firms. Some have reported great success, while
others have judged it to be a dead loss. The fact is that advertising, when it
contains a highly tailored message directed at a specific audience, almost
always produces positive results. Of course, it helps to be realistic about
what those results will be.
Advertising is not likely to play a leading or independent role in
promoting accounting services. The process of hiring a new firm is quite
involved and requires gathering and assessing a good deal of information.
Prospective clients would have difficulty in making an effective judgment
based only on the information made available in a 30-second radio adver
tisement. Such is the province of supermarkets and department stores,
which use advertising to promote specific products, offering lower prices,
convenience, or availability to lure consumers away from competitors.
Even though advertising does not play a leading role in professional
services marketing, it can make a powerful contribution when used
effectively. For instance, it can accomplish the following:
■ Reinforce a positive image of the firm among clients, prospects, and
referral sources,
■ Increase visibility of the firm and its services among selected target
audiences, and
■ Announce important new developments to the interested business com
munity, such as the opening of a new office or the introduction of new
services.
119

120

SECTION

III

MARKETING TACTICS: WHEN, WHY, AND HOW

In fact, advertising can work better than many other types of marketing
activities when the firm needs to convey a specific message or image to a
large number of people.

SETTING CAMPAIGN OBJECTIVES
Developing a sound set of campaign objectives is no easy feat. In fact, it may
take longer to accomplish this one task than everything else connected with
the campaign. And so it should.
First, look at your firm’s five-year business plan to determine whether
its objectives are best served by undertaking an advertising campaign at all.
Believe it or not, many firms get involved in advertising for no better reason
than the fact that someone uttered those fatal words, “Let’s do some
advertising!” in a partner meeting.
If your marketing objectives are not best served by an ad campaign, do
not undertake one. Advertising is expensive. And an ineptly planned or
poorly executed campaign can produce negative publicity for the firm.
Once you have reached the conclusion that advertising is in fact the best
marketing medium for achieving your objectives, it is a good idea to ask
yourself w hat is it you want to accomplish with the campaign. Here are
some examples:
■ Fostering or reinforcing the firm’s public image,
■ Providing information about the firm’s services,
■ Positioning the firm against a key competitor,
■ Actively soliciting new clients,
■ Reinforcing the firm’s position of leadership in serving a particular
industry or group, and
■ Increasing visibility before an industry or group newly targeted for
penetration.
Any one of these objectives can be served with a well-planned advertising
campaign. However, if you try to achieve more than one outcome, you may
be greatly disappointed. While all marketing communications benefit when
they have a single focus, this adage is never more true than in advertising. It
goes without saying that, before reviewing media placement options, before
signing a contract with an advertising agency, the campaign’s objectives,
costs, and expected outcomes should be put into writing and receive the
blessings of the entire partner group.

FINDING THE RIGHT ADVERTISING AGENCY
Few accounting firms have the in-house resources required to launch an
effective advertising campaign. Developing a campaign calls for considera-
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ble research ability, writing skill, and a special kind of creativity. It is
therefore a good idea to utilize an advertising agency. However, this does
not mean you should offer your blind faith in someone else’s judgment. In
fact, you should be rigorous in qualifying the firm(s) that you hire. Here are
some questions you might want to ask any agency that you interview:
What are your agency’s areas o f expertise? Ad agencies are similar to
CPA firms. They have their areas of expertise: industries they serve
regularly and understand well; advertising mediums in which they excel
(i.e., print, electronic, outdoor); and types of services they like to offer most,
such as marketing, public relations, and advertising.
Does your agency have any p rio r experience in serving accounting
fir m s? If the agency has not worked with an accounting firm before,
discover its experience in serving other types of professional service firms
and financial institutions. Whatever the agency’s experience, your goal is to
find out whether the account executives understand professional ethics,
and how accounting firms are regulated.
How long have you been in business, and what is the background o f the
key personnel who w ill be serving us? As is the case with most types of
businesses, a firm that has been in existence for some time can usually be
expected to deliver as promised. If the agency is newly formed, check into
the background of those account executives, writers, and artists who will
be working on your account. Look for formal education in the pertinent
fields and for proof that the individual is a seasoned professional.
How large is your agency (in terms o f revenues and personnel), and
what size budgets are you accustomed to working w ith? If your firm’s
account is going to be a relatively small one for a particular agency, you may
want to keep looking. Try to find an agency for whom you will be an A-type
client; odds are you will receive more efficient and timely service.
Can we see samples o f the cam paigns you have developed fo r your
other clients? Carefully review the work the agency has produced in the
past. Agencies tend to develop a certain kind of style, so if everything you
see looks effective, but a little too wild for your tastes, think again.
Can you give us the nam es o f some clients as references? Contact the
agency’s other clients. Ask tough questions about the quality of service, like
whether or not the project came in on time and on budget. You will save
yourself a lot of heartache by making a few simple inquiries.
What is your fee structure? After narrowing the list of candidates to two
or three, ask for a fee estimate. Find out how they bill for their services, and
if they mark up subcontractors’ fees. The costs of media placement are
usually not included, so be sure to develop a separate estimate of those
costs before making the decision to proceed.
The following list is a glossary of terms frequently used by advertising
agencies. Use it as a checklist to ensure that no major costs have been
omitted in discussions or in the final estimate.
Market research: Any quantitative or qualitative evaluations to deter
mine the firm’s existing level of name recognition, or research con
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ducted to determine the best way to formulate and target the campaign’s
message.
Keyline: Creation of an advertisement; putting all of the pieces to
gether.
Typesetting: Computer operator’s time to type in copy; paper costs
and processing time.
Camera graphics, negatives, and photostatting: All camera work
involved in creating a mechanical (camera-ready art): sealing, stripping,
producing halftones for illustrations, and so on.
Art direction: Management time overseeing production.
Account supervision: Account executive’s time spent with the client
and time relating client ideas to other agency personnel.
Copywriting: Time spent writing advertising copy.
Art: Time and expenses spent on developing artwork and illustra
tions.
Color separation: Process of breaking down a color transparency or
print into four halftone negatives, called separations. Each separation
reflects all the yellow, magenta, cyan, or black present in the original
print. These four negatives are overlaid and printed separately to
compose the final printed piece. This process is almost always per
formed by an outside service.
Graphic design: Time for services by an artist who transforms the
client’s ideas into a printed message that is designed for efficient,
economical production.
Photography: Photo direction, creative fee, film, processing, Polaroids,
background, stylist, prop rentals, and models.
Advertising agencies are service, rather than product, oriented. Like
you, they sell advice, expertise, and creative problem solving. Like you, they
are trained professionals with an understanding of issues that others know
little about. As a result, they w ant the same respect and consideration you
want from your clients. Most importantly, you need to let them be creative
because that is w hat you are paying them to be.

WORKING WITH AN ADVERTISING AGENCY
The agency you select will need time to become acquainted with your firm.
Your account executive will want to visit your office and learn as much as
possible about the firm’s services and personality.
If the market research portion of the campaign is already complete,
have the account executive review your findings. Together, you should
be able to develop a short list of attributes that set your firm apart from
key competitors. The research, key attributes, and objectives for the
campaign will form the foundation for how the advertisement will be
designed.
If you have not done so already, now is a good time to ask the ad agency
to prepare a contract for the fees and services relating to your project. Also
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at this stage, the following issues should be reviewed with your account
executive:
1. Review the primary objective of the advertising campaign.
2. Establish a budget: How much will be spent on media costs, and how
much will be allocated to agency production costs?
3. Determine the advertisem ent’s message: Is it product or service
advertising? Image or institutional advertising?
Product/service advertising: The purpose of product or service adver
tising is to sell a specific product or service, by a specific date.
Im age/institutional advertising: The purpose of image/institutional
advertising is to create an image or enhance the image of a firm.
4. Define the target audience. Does it include the general business
community, specialized industry, business owners, professionals, medi
cal doctors, or other?
5. Make your media preferences known. In other words, will you be
advertising in:
a. Print: yellow pages, daily newspapers, business weeklies, trade
journals, business or newsmagazines?
b. Electronic media: radio, television, cable?
c. Outdoor and specialty: billboards, promotional items?
6. Decide how many ads you want created. While a single advertise
ment may suffice, there are several circumstances, including a plan for
heavy exposure, that would w arrant developing two or more separ
ate ads.
7. Determine how many ideas you want to choose from. Always ask to see
at least three.
8. Given budgetary constraints, decide whether any print ads will contain
photographs, illustration, or text only.
9. Again, for print ads, establish size.
10. For any advertising medium, decide how often the ads should be
printed or broadcast.
To get the most out of any meeting with your account executive, arrive
with an open mind. And leave the meeting with a firm commitment from the
agency regarding a date for the next meeting and a list of items to be
completed by that time.
Not long after the agency has received information on all of the items
just listed, it should be ready to present its advertising ideas. Ask for at least
three approaches, or versions. Again, your budgetary constraints may
dictate that they be presented in pencil sketch format. However, if the
decision makers in your firm are not good at visualizing how the final
product will look based on a simple sketch, it may be a good idea to invest
in color comps. These are nearly perfect renderings of what the final
advertisement will look like, and enable decision makers to have a good
idea of what they are committing themselves to before it is too late.
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MANAGING THE APPROVAL PROCESS
There are very few people who will not venture an opinion on advertising.
The purpose of advertising is to evoke a response, and when it is your own
firm’s advertising, the responses will be hearty and numerous. This can
slow down the approval process considerably because advertising rarely
pleases everybody.
You may wish to circumvent this problem by establishing a task force of
three or four people for making marketing and advertising decisions on
behalf of the firm. This task force can be elected by the partner group on a
yearly basis, or kept for a longer period. But it should be clearly understood
that responsibility for the marketing and advertising remains with this
group. In addition, one member of the task force should be designated as
the liaison to the ad agency to simplify the communication process.

DEALING WITH ADVERTISING SALES REPS
Once the commitment has been made to run an ad campaign, a barrage of
requests from advertising sales representatives will certainly be quick in
coming. While most are professional and can provide valuable information
about their reader or listener/viewer audience, they are paid for the amount of
advertising they sell. It may seem to you that they all have the best medium to
get your message across and, of course, they will have the numbers (in terms
of target readers and cost per impression) to back up their statements.
The best way to handle these sales pitches is to know your own mind.
You are the one who knows the preferences of your partners. If they are not
comfortable with radio advertising, then do not allow a salesperson to
influence you. You know your market. If you need to reach the business
community, do not let a salesperson talk you into advertising in a shopper’s
weekly. And, above all, know the constraints of your budget. Advertising
dollars add up quickly.
Besides knowing and reinforcing your own advertising convictions,
your best defense is to refer solicitors to your ad agency. If the agency will
be doing the media placement, they should deal with the sales representa
tives for you and only present those ideas they deem appropriate. You won’t
pay for this service—the agency makes its money when it negotiates
contracts with specific media. Usually, their markup is 15 percent, but this
is a negotiable item you should discuss before signing any contracts.

SELECTING THE BEST MEDIA FOR YOUR FIRM
Which is better: newspaper, magazines, radio, or TV? The first considera
tion is to determine which medium most efficiently reaches your target
audience. Two key variables to consider are reach and frequency.
Reach refers to the number of the right kind of people who will be
exposed to your message. Frequency applies to the number of times your
message will be seen or heard.
In selecting advertising media, keep in mind that each medium has its own
image, which colors the audience’s perception of your ad to some extent.
Figure 10.1 reviews some of the strengths and weaknesses of each medium.
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Comparison o f Advertising Media
Strengths

Weaknesses

Yellow Pages

High usage
Wide circulation
Heavily supported by media ads
Catches consumers when they are ready
to buy
Long shelf life
Inexpensive

Ad clutter
Infrequent publication
Low impact
Cannot change ad for one calendar year
Long lead time
Creative limits
Wasted circulation

Daily Newspapers

Broad local reach—all advertising
tends to be local
Messages can be tailored to specific
communities
News value—all advertising appears
within the atmosphere of the local
news on a given day
Geographic flexibility—any method of
subdividing a mailing list can be used,
based on geographic or political
subdivisions, such as zip codes,
sectional centers, cities, counties, states,
regions
Timeliness—newspapers are read the day
they are delivered or not at all
Ad campaigns can be inserted quickly

Short life span—newspapers are read the
day they are delivered or not at all
Limited repeat exposure—the publication
is rarely read more than once, or by
more than one reader
No color reproductions—black and
white only

Trade Journals

Targeted audiences—possible to reach
many members of a specific industry
Messages can be tailored to specific in
dustries or interest groups
Ad campaigns can be inserted fairly
quickly—one to three months
Multiple exposure—publication tends to
be read more than once, and by more
than one person

Quality of ad reproductions varies with the
publication

Business and News
magazines

Targets business readers
News value—all advertising appears
within the atmosphere of current news
Multiple exposure—the publication tends
to be read more than once, or by more
than one reader
Quality four-color reproductions
Good coupon vehicle
Must be purchased—shows interest

Slow audience development
Expensive
Ad clutter—competitors will also
advertise
Long lead time for insertion—usually three
to six months
Inflexible—hard to change ad
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Strengths

W eaknesses

Radio

Very personal
Requires listener to use his or her
imagination
Timely and topical
Flexible—easy to make last-minute
changes to the ad
High impact
Selective audiences
Mobile
Promotional tie-ins; contests

Waste circulation
No illustrations
Ad clutter
May annoy listeners
Much repetition needed
Temporary impact

Television

Demonstration of product
Color illustration
Timely and topical
Extremely creative
High impact
Captive audience
Televisions are in every home

Temporary impact
Expensive
Ad clutter
May annoy viewer
Much repetition needed
Zapping factor
Wasted circulation
Difficult to produce
Difficult to change ad on short notice

If you choose to advertise in newspapers, it is better to use a frequently
repeated small-space ad than to make a few big, expensive splashes. An
exception to this rule would be if you were to advertise the opening of a new
office, or the acquisition (or development) of a significant new service
capability.
E lem ents o f a Great Print Advertisem ent
■ Set one objective for the advertisement. Decide what you want the
reader to do or to remember. Then write the advertisement.
■ Say it as briefly as possible.
■ After setting your advertising objective, try to achieve it with the
headline alone. Many in your audience will only read the headline.
■ Do the same thing with the illustration. Approximately 60 percent
of an advertisement’s attention value lies in its visual imagery.
■ Construct the ad so a single component predominates—the
headline, an illustration, or the text, but not the firm name or logo.
■ If the headline or illustration makes claims, use the body copy to
support those claims. Use facts. Never exaggerate.

■ Text type should never be smaller than 9 point.
■ Use plenty of white space to avoid clutter.
■ Remember WIIFM—w hat’s in it for me? Appeal to the reader’s
interest in solving problems, improving job performance, increas
ing personal security, or saving money.
■ Concentrate on benefits, not features.
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Full-page ads are generally not worth their cost. Half- and quarter-page
ads will generate good awareness. Try to have ads placed adjacent to
articles pertaining to your specialty. Most publications issue editorial
calendars that contain information on the stories and special features
planned for upcoming issues. Although they do change frequently, you can
plan your campaign so most advertisements coincide with themes and
issues that might be of interest to the readers you are trying to reach.
No m atter where you decide to advertise, plan a year’s program of
consistent advertising. Changing ads frequently is not advisable if the ad
presents what you want to say in the way you want to say it. Though you will
probably notice your ad every time it runs, your targets won’t. They will
probably become aware of your ad just about the time you become tired of
it. But a good ad can have a long life.

CONCLUSION
Advertising can generate more interest in your firm, but it cannot substitute
for a well-planned marketing program. While accounting services market
ing will undoubtedly continue to evolve, it is difficult to foresee a day when
corporate and individual consumers will respond to campaigns like, “Buy
two tax returns, get one free (offer good until February 15)!” or “Use this
coupon before December 30 and get two hours of consulting for the price of
one!”
Measuring the results of an advertising campaign is never easy, even
less so when the marketing of an intangible service is involved. When you
do try to evaluate the benefits netted by your investment, remember to
measure it in terms of public recognition and increased interest in your
firm’s services, not just in terms of new business.
Finally, when you have a winning advertisement, stick with it. Don’t
abandon this successful investment until it stops paying dividends. Truly
good advertising is just too rare.
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BROCHURES

W arren E. Garling
Director, Professional Services, NEWKIRK Products, Inc.
Albany, New York

INTRODUCTION
In 1991, a nationwide survey of marketing directors revealed that 97 percent
of their firms use, or plan to use, a general brochure.1 This study suggests
that brochures are now a standard component of the CPA firm’s marketing
arsenal.
It’s easy to understand why. Brochures can help to increase a firm’s
visibility and improve the public’s understanding of its strengths and
services. Used in conjunction with a well-thought-out marketing plan, they
can also help to open doors and create new selling opportunities.
In this chapter, we review how to plan, design, and produce brochures
that function effectively in a variety of marketing and selling situations.

SELECTING THE TYPE OF BROCHURE
When it comes to deciding what kind of brochure you need, much depends
on how you intend to use it and on who you expect to give it to. Accounting
firms tend to rely on one or more of the following types of brochure, so we
discuss each of them in turn and review how they can be used.

1Second A nnual Survey o f the CPA M arketing Profession— 1991 (Chicago: Association of
Accounting Firm Marketing Executives [now known as Association for Accounting Market
ing, Inc.] 1991).
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Firm Brochure
Also referred to as a firm overview or capabilities statement, a firm
brochure details the firm’s history, background, and credentials; reviews its
services; and describes the types of clients served. Together with a
customized cover letter, a firm brochure can be sent to prospects who have
requested information about the firm. It can also be attached to a proposal
document or used as a handout at seminars and trade shows. You can also
use a firm brochure as a background piece in a public relations program or
give it to new firm members as part of their orientation package.

Service Brochure
Service brochures usually describe just one of the firm’s practice areas, and
in much greater detail than in the firm brochure. It is not necessary to
produce service brochures for each of your firm’s practice areas. Instead,
consider developing them only for the practice areas that require an added
level of marketing support.
Suppose your firm has recently developed a computer consulting
practice. Because it is a relatively new service, prospective—and even
existing—clients may not know that much about your firm’s capabilities,
and you may not be able to accommodate their need for information within
the scope of a general firm brochure. This is an excellent situation in which
to consider developing a service brochure. By producing a four- to eightpage piece devoted exclusively to one practice area, you would be able to
describe each of its service components in detail and incorporate case
studies and client testimonials as needed.

Industry-Specific Brochure
Whereas service brochures profile one of the firm’s practice areas, industryspecific brochures describe all, or nearly all, of the firm’s services—just like
the general firm brochure. However, they are geared to the interests of a
particular industry, profession, or interest group.
Suppose your firm has developed a niche in serving the accounting needs
of physicians and dentists. You could develop a brochure that highlights the
interests and concerns of the professionals in this market segment and
reviews each of the firm’s services that might be of value to them.

Monograph
Monographs usually address a specific technical topic. Think of a mono
graph as an in-depth, feature-length article that has a long shelf life (six
months to one year, minimum). Pocket tax guides and estate planning
checklists fall into this category.
How would you use monographs? Suppose you have a prospect who is
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especially interested in your firm’s tax services. You could send him or her
a pocket tax guide along with a firm brochure. You can also use them to
convince existing clients to try additional services. For example, if a client
requests information about applicable business deductions in the current
year, you could combine a telephone call or letter with sending him or her a
copy of your monograph on the subject. In this way, the client receives a
timely and personalized response, along with a lasting reminder of your
responsiveness and expertise.
Whether your firm chooses to develop one, two, or all of these types of
brochures, make sure all firm literature, including brochures, flyers, mono
graphs, and newsletters have the same look and feel. Your brochure
materials do not have to be identical, but they ought to carry forward the
same basic color and design schemes, so they can be recognized, at a
glance, as coming from your firm. By embracing this philosophy, you begin
to achieve a corporate identity for your firm, and it becomes possible to use
a variety of pieces together and have them still be visually appealing. The
following Figure 11.1 illustrates how a variety of firm publications can be
assembled for presentation to a prospective client or referral source.
FIGURE 11.1

Sample Kit Folder With Firm Literature

© 1993 NPI
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MANAGING THE PLANNING PROCESS
In an ideal world, you could ensure everyone’s satisfaction with the final
product by soliciting their input and suggestions throughout the brochure
development process. While it is an excellent idea to keep all partners well
informed on the project’s objectives, costs, and progress, you would have
very slow going if every partner’s approval was required at each turning
point of the project.
Instead, consider establishing a representative brochure committee and
making it responsible for the product from start to finish. The committee’s
members should be chosen by the partner group, then entrusted with
making the majority of the planning decisions involved. A committee leader
should be designated to guide the group’s efforts, and act as liaison with the
managing partner or partner in charge of marketing. This person should be
responsible for moving the planning and development process forward as
quickly as possible and should report only significant planning decisions to
the partner group. The committee head should also be in charge of
developing the project budget and managing costs.

DEVELOPING GOALS AND OBJECTIVES
When you develop a brochure, it is not enough to know what you want to
say. You must also think about what your target audience wants to hear.
Getting a brochure to the right people is one thing. Getting those people to
open the brochure, read it, and act on it is quite another.
Begin the planning process by answering the following questions:
■ Question: How will this brochure be used? Will it be sent to prospects,
employed in direct mail campaigns, used in proposals? Will it be some
thing you leave behind after meeting with a prospect?
T ip . Develop a complete list of the ways you want to use this brochure,

and then prioritize it. It may not be possible to shape the brochure for all
desired purposes, so at least make sure it can be employed in the ways
that are most important to your firm.
■ Question: What kinds of people will be reading this brochure? What are
they like? What are their tastes and preferences?
T ip . Even if the piece you are developing is a general firm brochure, you

should be able to identify some common characteristics in your client
base. You may need to do some research, but given the amount of money
you will invest in the brochure, it is well worth the effort. Bring clients or
prospects together into focus groups (these are discussed in detail in
Chapter 20, “Surveys”), or hold one-on-one interviews. Learn about their
needs and concerns, what they value most in your firm, and try to discover
their aesthetic preferences. For instance, if your target market is made up
mostly of individuals who are in their fifties—or older—and are con
cerned about retirement issues, the brochure’s imagery should reflect that
fact.
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■ Question: What does your target audience need to know about the firm?
T ip . Again, through focus groups and interviews, you should be able to
identify one or several specific benefits that your target market is looking
for in an accounting firm. When you begin work on the brochure, you
should then find ways to demonstrate how and why they will receive
those benefits as a result of choosing your firm.

■ Question: What do you w ant readers to think, and do, after they have read
the brochure? For instance, do you want them to call in for an appoint
ment, or request more information on specific service areas?
T ip . While getting a prospect to come in for a face-to-face meeting tends
to be the highest priority, there may be instances where you would want
to send an initial low-cost brochure designed to weed out unlikely
prospects, followed by a more lengthy and more expensive brochure that
really explains your service or product. In this case, you should be
planning both the introductory and follow-up brochures concurrently.
If, instead, you do want to solicit a request for an appointment, make
sure your firm is equipped to handle the response promptly and effi
ciently.

WORKING WITH OUTSIDE WRITERS AND ARTISTS

Searching For and Qualifying Specialists
When it comes to writing copy for the brochure, some CPAs may be
tempted to go it alone, believing they know their company and services
best. While it is true that no one understands accounting services better
than an accountant, effective marketing communications requires more
than technical familiarity. It requires the ability to translate and then
communicate key concepts and benefits in ways that are interesting to
nonaccountants.
A good brochure also contains strong graphic elements—a judicious
and carefully planned use of color, photos, illustrations, and layout—that
convey a message in their own right. The text and design have to work
together to impress readers and prompt them to take some kind of action
with respect to utilizing your firm. It takes a natural creativity and years of
experience in working with words and images to accomplish these kinds of
outcomes, so it is usually best to go with the pros.
How do you find the best writer and graphic artist for your project? It
may take a little time, but the results will be worth the effort. Good
free-lance writers and graphic artists are out there, if you know where to
look. Start by asking clients for references, or talking with attorneys or
bankers whose brochures and marketing communications programs you
admire. If there is an advertising organization or marketing group in your
area, they may be able to refer you to members who specialize in marketing
collateral for professional service firms.
When you have located some interesting candidates, schedule face-toface interviews. Ask to see samples of their work and find out how the idea
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for each piece originated. Most artists and writers have a certain style that
carries into everything they do. Ask yourself if the style meshes with the
image you want to convey. Also, find out if they have any experience
working with accounting firms or other professional services. This can be
an advantage, as they will already know a little about what you will be trying
to get across to readers. Finally, consider how well you get along with the
candidate. You have to work together quite closely, so it is imperative you
can communicate clearly and comfortably.

U seful Tips for Working With Free-Lance Professionals

Graphic Artist
Let your graphic artist know up front what kinds of images and ideas
you w ant to put across. For instance, do you w ant the brochure to
convey the image of a young and rapidly growing organization, or one
that has been around for 50 years and is serious and reliable? If you are
having trouble telling the graphic artist how you want the brochure to
look, show him or her some samples of brochures—preferably from
other professional service firms—that have impressed you in the past.
Always ask for at least two—preferably three—proposed designs.
If you aren’t impressed with any of them, say so. It’s too expensive to
change your mind later on. Remember that your firm is unique, so your
brochure doesn’t need to—indeed, shouldn’t—conform to some stan
dard for the accounting industry. Dare to be different.

Professional Writer
When using a professional writer, there is an almost irresistible urge
to micro manage their work and edit every line of prose. Obviously,
it is your brochure, and your name is going on the cover. But try to
avoid unnecessary editing—making changes only for the sake of
change and not because the change will actually improve the copy’s
quality.

If you would rather not search for artists and writers, another approach
is to retain a marketing consulting firm. One advantage of working with
such an organization is that you can get all of the outside services you need
from one provider. Most of these consulting firms can handle copywriting,
brochure design, and printing. While this approach represents one-stop
shopping for all the specialists you need, you should, nevertheless, carry
out some form of appraisal of the style and skills of the writers and artists
who will be assigned to your account.
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Once you have hired an outside writer and graphic artist (or have
retained a consulting firm), take the time to convey the firm’s general
marketing and communications objectives, along with your goals for the
brochure project. All outside specialists should be supplied with detailed
information about the firm, along with copies of current brochures, news
letters, and, if possible, sample proposals and engagement letters.

The Cost of Hiring Specialists
If you do use outside specialists, what will it cost? Nearly all writers,
graphic artists, and consulting firms bill for time and expense—just like
accountants. Most will be happy to prepare a detailed project estimate. In
general, the more precise you can be about your requirements, the easier it
will be for them to give you an accurate quote.
A writer’s estimate will probably include references to time spent in
planning meetings with your firm, research and interviews, copywriting,
editing, and final revisions. The estimate should also include billing terms
and a general timetable for completing the project.
A graphic artist’s estimate is likely to be much more detailed, as more
types of expenses must be included in the proposal. The estimate might
include references to time spent in design and production, as well as
out-of-pocket expenses, including typesetting charges, stock photo
charges, use of subcontractors for illustrations or custom photos, and
mechanicals.
Hourly billing rates vary: A writer or graphic artist who is ju st starting
out may bill anywhere from $40 to $60 per hour, while a professional with
very strong credentials and an impressive portfolio might bill at between
$80 and $100 per hour, depending on the kind of work being performed.
While it is generally true that you get what you pay for, don’t assume an
extremely high billing rate assures the right brochure for your firm. As
suggested earlier, it is far more important that you like what that specialist
does for you and the two of you can work together well.

DESIGN CONSIDERATIONS
While it is recommended that brochure design be entrusted to a profes
sional graphic artist, it is still important that you understand what the
design should ultimately accomplish. First and foremost, you want to get
prospects interested in your business. This process of engagement has to
begin when someone first glances at your brochure. The brochure’s cover,
even the way your firm name is displayed, should be attractive and
intriguing enough to compel the viewer to turn the page and begin reading.
Think of the brochure as an invitation—not a catalog of firm services, a
user’s manual, or a handbook. While it’s tempting to provide prospects with
a lot of information about your firm, if you tell them too much, they will
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have no incentive to meet with one of your representatives. Going back to
the invitation analogy, your goal is to convey just enough information about
the firm that the prospect is impressed with the firm’s capabilities, but must
also know more before he or she can make a purchasing decision.
In essence, your goal should be to elicit a dialogue, rather than to
answer every unspoken question a prospect might have about the firm. With
words and images, you want to say enough, but ju st enough, to interest the
reader in making some kind of contact with your firm. Finally, you want
readers to feel good enough—and well informed enough—about the firm to
call in for an appointment, but not so well informed that they only need to
ask you, “How much?”

WRITING THE TEXT
As was the case with brochure design, it pays to be an informed consumer.
The list in Exhibit 11.1 should help ensure that your brochure contains good
copy.
EXHIBIT 11.1

The Hallmarks o f Great Brochure Copy
1. Use complete sentences. Don’t fall into the advertising lingo trap of
using phrases and sentence fragments instead of complete, coherent
sentences.
2. Less is more. Be brief and to the point.
3. K ISS—Keep It Simple, Sam. There is an overwhelming urge to show off
technical ability by using technical language. Avoid this trap by keeping
the reader in mind at all times.
4. Write the w ay you talk. Pretend you are writing a speech that you will
use before a live audience. Writing for the ear is an old radio secret that
makes for great copy.
5. Vary sentence length. Your opening lines should be short. Make the
next sentence a little longer, but don’t forget to vary the length of the
next sentence after that.
6. Use callouts. Callouts are highlighted quotes from your main text. They
are great to look at and help to catch the reader’s attention.
7. You can quote them on that. Potential clients enjoy reading what
current clients have to say about your firm.
8. Break it up. Paragraphs of text can be boring. Use quotes, li s ts, bullets,
and callouts to make your prose easier to read and understand.
9. Be fresh. Even when you’re writing about something you love—like the
firm—writing can become a chore. Tackle the job when you’re fresh
and full of ideas, usually first thing in the morning.
10. D on’t be afraid to ask fo r help. If you are unsure about the quality and
clarity of some prose, ask others to review it. Your peers can review the
text for accuracy and completeness, and a few carefully chosen clients
can help you clarify features and benefits.
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WORKING WITH PRINTERS
To find a qualified printer, follow the same guidelines outlined for locating
writers and graphic artists. Ask people you know and trust if they can refer a
company they have used before. Examine the brochures of local law firms,
banks, insurance companies, even other CPA firms. If you find something you
like, try to learn more about the printer who did the work. Always ask these
printers for references, and then call and ask about the printer’s service and
timeliness, and whether or not the project came in within budget. Your writer
or graphic artist may also be able to refer printers to you.
It may be tempting to rely on a client who is in the printing business, but
you should only do this if your client is truly the best qualified to do the job,
and you can maintain an arms-length relationship with him or her through
out the lifetime of the brochure project.
Once you have narrowed the field of printers down to three or four, ask
them to submit cost estimates. Don’t just look at the bottom line: One
printer’s final fee may include far more features and service components
than another’s. Take the time, and ask the questions, that will enable you to
judge the quality and scope of the printers’ service. Learn about the printers’
scheduling practices, and ask for deadlines for delivering specific segments
of the project, such as layouts, proofs, blueline, and the final product. Find
out whether or not there will be an extra charge for delivery. Finally make
sure the printer has arranged for you to deal with one key representative
throughout the production process.

Putting a Project Out to Bid
Before you can put a project out to bid, you must develop a detailed
description of how you want the brochure to look when it is printed. This
description is usually referred to in the industry as a specifications sheet (or
request for quotation, RFQ). Many printers have their own version of this
form, and the one shown in Exhibit 11.2 is merely an example.
To fill out an RFQ you should familiarize yourself with some printing
industry buzzwords. We have provided definitions of the terms employed in
the sample RFQ, and you can always ask your printer or graphic artist for help
in understanding and in filling it out. Sometimes a tour of a printer’s shop
which includes a discussion of the work that would be performed on your
behalf can help you get a feeling for why certain processes cost what they do.
While preparing an RFQ may take some time, there are several impor
tant benefits to be derived. First, a comprehensive RFQ is also a detailed
project description: Getting it all down on one or two pieces of paper may
help you evaluate the quality of the decisions you are making. Second, an
accurate RFQ will improve your chances for receiving accurate printers’
estimates. You will also be able to make detailed comparisons of competing
printers’ bids. A detailed RFQ also enables the printer to do a better job of
identifying costs and spotting issues that might lead to cost overruns later
on. Finally, a well-prepared RFQ assures the printer you are an informed
consumer and recognize and expect quality in the work he or she provides.
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R equest for Q uotation2

EXHIBIT 11.2

Item :________________________

D a te :________________________

C ontact:_____________________

D ate quote n eed ed :___________

B usiness nam e:_______________

D ate job to printer:___________

A ddress:_____________________

Date job n eed ed :_____________

P h one:_______________________
P lease g iv e :____ firm quote
____ verbally

rough estimate
in writing

Quantity: 1 )________________2 ) ________________ 3 ) ________________
Size: flat trim size____ X _____ folded/bound size_____ X _____
Pages: # of p ag es____

____ self-cover_____ plus cover

D esign features: b leed s____ screen tints: # _____ reverses # _____
comp enclosed____
Art: ____ camera ready
____ printer to typeset and paste up (manuscript and rough layout
attached)
____ plate-ready negatives with proofs to printer’s specifications
M echanicals—color breaks: ____ on acetate overlays ____ shown
on tissues ____ # of pieces separate line art
H alfton es:____ halftones # :_____ / / ____ duotones # :_____
Separations:____ from transparencies # _____/ / ____ from reflective
copy #____ finished size of separations___________________________
P ro o fs:____ galley____ p a g e _____ blueline____ loose color
____ composite c o lo r____ progressive

2Adapted from Mark Beach, Steve Shepro, and Ken Russon, Getting It Printed (Portland,
OR: Coast to Coast Books, 1986), 23-24.
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Weight

Name

Color

Finish

Inside:

________

________

________

________

_______

Cover:

________

________

________

________

_______
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Grade

Ink: Inside:_________________ Cover:__________________
Binding:_____________________________________________________
Packing/Shipping:____________________________________________

Filling Out a RFQ: Glossary of Terms and
Advice on Making Selections
Item. Here you should indicate your firm’s description of the project, such
as general brochure, computer consulting brochure, or retirement planning
monograph.
Contact. This is the name of the person at your firm who has chief
responsibility for working with the printer.
B usiness Name/Address/ Phone. Again, this is information about your
firm. The telephone number should be that of the contact person.
D ates. “Date” refers to the date you are submitting the RFQ. “Date quote
needed” refers to the date the printer must submit a final quote. “Date job to
printer” refers to the day you will be able to deliver all artwork and
instructions to the printer. “Date job needed” refers to the date the finished
product must be delivered to your office.
Unless you are working under a “drop dead” deadline, it’s best to
negotiate the last two dates with the printer. Otherwise, you run the risk
that the printer will either charge you more for a rush order or will work
quickly to meet the deadline and cut com ers—perhaps sacrificing quality—
in order to accommodate your deadline.
“P lease Give.” A “firm quote” is the printer’s commitment to a price on
the project as it is described in this RFQ. However, it is not unusual for the
job’s specifications to change once or twice over the life of the project, so
be sure to find out how those changes will affect the bottom line.
A “rough estimate” is just like it sounds. If you are contemplating a project
and are still at the stage where you are comparing several alternative
approaches, this type of RFQ is much more fair to your printer, because he or
she will not have to spend as much time coming up with an accurate estimate.
Always ask for the estimate, especially a “firm quote” estimate, in
writing.
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Quantity. Quantity refers to the number of brochures you want printed. The
first quantity number you give should represent your ideal quantity, with
second and third volumes requested in order to determine whether or not
there is a price break worth taking. In fairness to the printer, the print
quantities you put down should represent numbers you are seriously contem
plating.
Ordering the right number can be a challenge. The last thing you want to
do is run out of an important marketing brochure ju st when you need it
most. On the other hand, you don’t want to find out it has been outdated
while you still have 5,000 copies sitting in a storeroom. As you consider how
many copies to order, try to envision how, and through what channels, the
brochure will be distributed. For instance, you should include any upcom
ing direct mail campaigns, seminars, conferences, and trade shows in which
the brochure would be used. Also think about whether the brochure will be
used in proposals and prospect meetings. Print enough copies to last two
years.
Size. Size refers to the dimensions of the brochure, such as 8½ X 11
inches, when it is folded and finished. A project consisting of a single flat
sheet should be described by its trim size, such as 8½ X 11 inch flier. Items
such as brochures should be described by the dimensions of their pages
after being bound and trimmed.
When it comes to choosing the size of a brochure, make sure it is one
that will be easy to handle, display, and fit into envelopes you already have
in stock or can order for a reasonable amount of money. Always find out
what the postage will be before committing yourself.
Pages. This refers to the number of pages in the finished brochure. It
almost always includes the cover. “Self-cover” means that the cover
consists of the same paper as the inside pages. If the cover paper is different
from paper inside, the product is said to be “plus cover.”
As a rule, brochures should not exceed eight pages, including the cover.
You should be able to tell your story within this limitation. If you have more
to say, you may want to consider breaking the information down into
separate components and developing two or more brochures.
D esign Features. This is your opportunity to indicate w hether there will
be bleeds, screen tints, and reverses, as well as how many. It is a good idea
to enclose a sketch whenever any of these features are included in the
brochure.
“Bleeds” refer to areas in the brochure where printing extends to the
edge of the page after it has been trimmed.
A “screen” is an area where the ink is applied at less than 100 percent
density. Screens are often placed behind or underneath text in order to
highlight it, or make it stand apart from other text printed on the same page.
They can also be used to make the brochure look like more colors were
used, because a 60 percent screen of a given color can look quite different
from 100 percent screen or a 12 percent screen.
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A “reverse” is an area in the brochure where the type is white (that is, no
ink is applied), and the area immediately surrounding it appears in black or
some other color. In other words, ink is applied around the text.
Art. Here is your chance to tell the printer about the condition of the
materials you will provide. Options include the following:
■ “Camera-ready”: The printer is provided with mechanicals (artwork) from
which to shoot,
■ “Printer to typeset and paste up”: You are instructing the printer to
arrange for the copy to be typeset, to paste it up on the art boards, and to
finalize all art features, and
■ “Plate-ready negatives with proofs to printer’s specifications”: The printer
has been provided with negatives, usually furnished by an outside trade
shop specializing in this work.
Most jobs are delivered camera ready, or prepared for the printer to paste
up.
M echanicals—Color Breaks. This feature applies only to multicolor
printing, in which case the printer must be told whether color breaks are
indicated on tissue overlays or made using acetate overlays. Your graphic
artist should be handling this detail.
“# o f pieces separate line art:” If you or your artist plan to provide maps,
illustrations or other line art not part of the mechanicals, enter how many
pieces there will be.
H alftones/Separations. When prepared for printing in a brochure, photo
graphs can be reproduced as halftones, duotones, or separations. The first
two approaches are used in black and white photos; separations are used
for color photos. When it comes to halftones and duotones, the printer
usually charges by the number needed, regardless of size. Therefore, it is
only necessary to indicate the number of black and white photos that will
appear in the brochure.
In the case of separations, however, charges may vary according to the
size, quality, and quantity of the color photographs, as well as whether
originals are transparent or reflective.
If you decide to use photos in the brochure, choose action shots that
illustrate an active firm, on the move and growing. Avoid head and shoulder
shots—they’re boring. Don’t be afraid to take photos out of your office:
Consider shooting some of them in clients’ offices. Avoid using photos that
are already a year or two old, as they may become obsolete quite quickly.
Proofs. It is recommended that you request a blueline, along with any
other kinds of proofs appropriate to the job. Again, consult with your
graphic artist about what your particular project requires.
Paper. To specify a paper, it is usually a good idea to indicate its weight,
name, color, finish, and grade, as in “80# supercoat white gloss cover.” The
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feel of a brochure is as important as its overall appearance and content, so
it pays to be tactile in your approach to selecting paper stock for the text
and cover. Choose a paper that reflects the image you want to project. For
instance, while glossy color brochures speak of a firm’s success, rich linen
stocks exude traditional values and qualities. Both messages are positive,
so just be sure you know what message you are sending.
Cover stock should be substantial enough to convey a feeling of quality.
The weight, feel, and texture of the paper is as important as its color.
When it is time to make a selection, ask for a full page of the
stock—enough to get a real feeling for it. Don’t try to make a judgment
based on a clipped com er of a sample booklet page.
A good printer will help you to shop around for a well-priced paper. He
or she should also tell you how much waste to expect because papers run in
different sizes, and the way the brochure is printed can influence how much
paper is cut and thrown away.
Try to select a paper stock that is fairly widely used, so you can be
assured it will still be around in a year or two, when you order reprints. Ask
the printer to order extra stock, in case there are any problems during the
printing run.

Ink. When you identify the colors you want used, you should always
indicate a name and number from a color matching system, such as Pantone
Matching System (PMS), a check standard trademark for color reproduc
tion and color reproduction materials owned by Pantone, Inc. By utilizing a
color coding system, you can ensure that your printer will deliver a finished
product using precisely the colors you had intended.
When you specify the ink color, you will also need to indicate whether
or not there will be any varnish, whether it should be gloss or dull, and
whether it will be flood or spot coverage. You must also give the printer a
rough idea of ink and varnish coverage expected on the press sheet.
Moderate coverage would be inking on 25 percent to 65 percent of the sheet.
Remember that colors can appear to change when applied to different
kinds of paper. In some instances, the ink will be absorbed into the paper; in
other cases, it will rest on top, forming a smooth and complete coat. Consult
with your printer or graphic artist on whether the paper and inks you have
chosen may interact in ways you are not expecting. You can also ask for a
drawdown, which means you want to see the ink applied to the actual paper
that has been specified for your project.
A brochure that only uses two colors (in addition to black) can look like
it has more if you employ a technique called highlighting that is achieved
by printing text in black, with bullets and chapter heads in one of the other
colors used. Screened intensities can also make the brochure appear to
have more colors than the two or three you are actually using.
Avoid high contrast between the color of the ink and the color of the
paper, especially when it is light copy on a dark background. Black ink on
glossy white paper might be attention getting, but is hard on the eyes. Also,
choose ink colors that won’t go out of date in six months. Traditional grays,
blues, and dark greens will outlast the mauves, roses, and teals. Finally,
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check that the colors chosen for this brochure coordinate with any other
firm materials already in place.
Binding. Bindery refers to how the brochure is going to be folded and then
stitched or stapled, usually at the spine of the piece (like a book).
Packing/Shipping. This refers to how you want the brochure shipped,
how many brochures per carton, and so on. Since having the boxes of
brochures shrink-wrapped can help protect the brochures while they are in
transit, you may want to ask for this option.
One last note: Before authorizing the print job itself, find out who will be
liable if the final product is unsatisfactory. If the graphic artist has been
responsible for selecting the printer and developing the specifications, he
or she may be accountable if something goes wrong. However, this is not
always the case. Whether you have chosen to work directly with the printer,
or through a graphic artist, it is a good idea to get things in writing before
the project goes to press.

DEVELOPING A BUDGET
It is difficult to offer clear guidelines on how much a specific brochure
should cost, since there are so many variables to consider. However, you
should be able to produce 1,000 copies of a 4 X 9-inch eight-page brochure
in two colors, with custom text plus charts and graphs, for about $5,000,
printing included. Adding photos, or increasing the brochure’s length, page
size, or printing volume will cause prices to go up even more.
Only you know what your firm should spend on a brochure. It’s not
uncommon for the larger national and international accounting firms to
spend over $100,000 on a complete collateral package, including brochure,
one-page biographies of key partners, service and industry brochures, and a
pocket folder to hold them all. On the other hand, a trifold flyer detailing the
firm’s services can be designed and printed for as little as $1,000—
depending on paper stock and quantity.

TIMETABLE
Rome wasn’t built in a day, and your brochure won’t be produced in a week.
Expect an eight-page brochure to take sixteen weeks and a simple flyer or
services brochure to take about eight weeks. To help you in planning, we
have included a typical time line, Figure 11.2. Use it only as a guide,
developing a customized projection after consulting with your graphic
artist, writer, and printer.
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CONCLUSION
By defining your marketing and communications objectives at the outset
and by being a savvy consumer, you can assure your firm will get its
money’s worth from a brochure. But always remember to be realistic about
how the brochure will contribute to the firm’s marketing efforts: It can open
doors, but only you can close the sale.

Here is a list of further reading recommended by the author:
Mark Beach, Steve Shepro, and Ken Russon, Getting it Printed: How to
Work With Printers and Graphic A rts Services to Assure Quality, Stay
on Schedule, and Control Costs, (Portland, OR: Coast to Coast Books,
1986).
John R. Graham with Steven J. Bennett, Magnet Marketing: The Ultimate
Strategy fo r Attracting and Holding Customers, (New York, N.Y.: Wiley,
1991).
NEWKIRK Products, Inc., The Accounting F irm Brochure: A P rim er
(Albany, NY: NEWKIRK Products, Inc., 1989).
“What to Look for Before Paying the Printing Bill,” CPA M arketing Report
(March 1991).
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DATABASES

Edward J. Gabrielse
Director of Marketing, Checkers, Simon & Rosner, Chicago, Illinois

INTRODUCTION
The long-term viability of accounting firms will increasingly depend on the
willingness of CPAs to invest in databases that can provide powerful
marketing intelligence. Consider a sole practitioner with ten small business
clients. As a change in business tax deductions is signed into law, the
practitioner instantly makes a series of assessments:
Which of the ten clients will be affected by the new law?
Which of the client companies affected will undertake a planning
project designed to mitigate, or take advantage of, the new provisions?
The practitioner then calls each client selected through this process to
discuss the new law, suggest a planning meeting, and schedule the work.
With only ten clients, there is no need for a marketing database. The CPA
stores all of the necessary information in his o r her own mind.
But what happens when the number of clients increases to 20 or 200 or
2,000? Or when there are multiple variables to be considered, such as
realization rates for various services, staff utilization, and year-end bunch
ing? What happens when a firm must make critical decisions about
developing new practice niches, and at the same time determine how much
to invest in making them viable? With a well-crafted marketing database,
you can anticipate client and prospect needs and so maximize client
service, sales efficiency, and ultimately, fi r m profits.
Here are some examples of how accounting firms use their marketing
databases to improve the bottom line:
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1. One firm tracks the birthdates and income levels of all tax clients. When
they reach the ages of 50, 55, 59½ , 62, 65, and 70½ they are approached
with planning suggestions related to retirement and estate planning.
2. Another firm tracks the gross sales of its business clients and compares
those figures to the industry’s regional and national averages. Clients
who are falling at or below the average are offered additional consulting
services to boost profits.
3. A third firm measures its own employees’ performance by evaluating the
amount of nontraditional services they have been successful in selling to
clients.
4. Yet another measures its market share by comparing the number of clients
it has in a given industry to a commercial database of all comparable
businesses within target geographic and volume parameters.
5. Many firms also use databases of clients, prospects, personal contacts,
and local businesses for mailing promotional materials.
The applications described so far usually rely on a single file database
that can be sorted by the desired characteristics. More sophisticated
intelligence gathering depends on an equally more sophisticated form of
data manipulation known as relational database management.
Suppose you want to identify the 50 most promising prospects from a
large commercial listing of businesses in a specific geographic area. Since
your best bet is to do more of what you already do well, you would begin by
looking at your own records to identify the industries you are serving most
efficiently and profitably. Without a relational database management system,
you would have to review your time and billing system, realization reports,
and staff utilization data manually to arrive at an answer. Imagine how much
easier it would be to structure a query that would automatically link, then
search each of these computer files, then deliver a list of those clients who
met all of the criteria you had established. From that information, you would
know which types of clients you serve most profitably, and would be able to
use this information to decide which prospects to target first.
So far, we have reviewed a number of ways to use a marketing database,
some simple, others more complex. The rest of this chapter shows you how
to build a marketing database using client information that is already
available to you in your computer files. We then show you how to add new
features that can broaden the power and usefulness of your marketing
database. Finally, we discuss relational databases and the power and
flexibility they offer in designing marketing databases.
A word of advice—Once the idea of computerized databases catches
on in your firm, there may be a rush by individuals and practice areas
to develop programs uniquely suited to their needs. Before this happens,
make sure your firm has developed and promulgated a uniform database
software standard, so that data can be shared with little inconvenience. For
example, you may w ant to specify that all files be built using a particular
commercial database software program, and that certain key variables,
such as client number and client name, are always entered in a consistent
manner.
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SIMPLE CLIENT DATABASES
For most firms, their first and most important client database is the
computer system used to manage time and billings. While not designed to
support marketing, it almost always contains the basic client information
needed to begin a marketing database, as shown in Exhibit 12.1.

EXHIBIT 12.1

Basic C lient Information
Client number
Business name
Primary contact
Address
Phone/Fax
Billings, for the year, month, etc.
Date of last billing
Engagement partner

Once downloaded (or copied) into a separate file, this data forms the
beginning of your marketing database. Please note the implicit recommen
dation that you maintain a separate database for marketing purposes. While
a second database means that some basic information will be redundant,
marketing databases can quickly expand until they become memory hogs in
your computer. They also require significant amounts of management and
processing time and this work is usually best handled by someone who is
directly involved in the marketing process.
Your newly downloaded information will require some cleaning up.
To facilitate the sorting process, each record must be as consistent as possible
in format. For example, in the billing file, the primary contact field (or
column) might have many different forms. You might find “Joan Jenkins” in
one record, then “Smith, Howard” in the next. Or “Sanders, Ms. Elisabeth,”
followed by “Dr. and Mrs. James Johnson.” To solve this dilemma, break the
primary contact field down into separate fields (or columns), as shown in
Exhibit 12.2. The time required to reformat the information in your new
database may range from a few hours to many days, but it will be time well
spent.
With just the fields shown in Exhibit 12.2, a number of useful reports
can be generated. For example, labels and custom-addressed letters and
envelopes can be prepared for mailings. A report can be printed that lists all
clients billed some minimum amount by a partner. Or you could get a report
showing cash flow contribution by partner—by month, quarter, or year. But
don’t stop now. By adding three new fields—SIC codes, business year-end,
and size (by revenues) of client—you will be on your way toward building a
more powerful marketing database.
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Basic C lient Information Breakdown
Client number
Salutation (Dr., Mr., Mrs., Ms.)
First name
Middle initial
Last name
Business name
Address
City
State
ZIP
Phone number
Fax number
Billings, for the year, month, etc.
Engagement partner

SIC Codes
SIC (standard industrial classification) codes are designations developed
by the U.S. Office of Budget and Management (OMB)1 to differentiate
between types of businesses. Many of these numbers are different from
those used by the IRS. The OMB list is much more comprehensive and is
used in all commercial mailing lists. The codes are made up of six digits,
each representing a higher level of differentiation. The first digit is the most
general discriminator and the sixth digit, the most specific. As a rule,
classifications at the second, third, and fourth digit levels are the most
useful. Here is an example:
300000 = manufacturers
340000 = manufacturers of fabricated metal products
344000 = manufacturers of fabricated structural metal products
344200 = metal doors, sash, frames, moldings, and trims
344210 and 344213’s = more detailed categorizations
When assigning a code, use one that describes the primary business of the
client. If the client has a significant secondary business activity (say, 10 to
25 percent of gross revenues), a new field can be added to the database,
entitled secondary SIC code. While you should always consult with the

engagement partner before assigning new codes, a single person—probably
the marketing professional—should be responsible for ensuring that the
codes are assigned consistently.

1The OMB version of the SIC code listing is available through National Technical Information
Service, 5285 Port Royal Road, Springfield, VA 22161.
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Business Year-End
While this information is usually well known by the engagement partners
and is part of the tax return and financial statements, it should nevertheless
be entered into the database.

Size of the Client
The size of the client, as indicated by annual sales or the number of
employees, should also be documented. In choosing between these two
factors—annual sales and number of employees—it may be useful to know
that many commercial databases report only the latter. With the exception
of certain types of businesses, the rule of thumb is that each employee
equals about $100,000 in sales. Whichever method you choose, you should
be able to draw rough comparisons between your own clients and the
prospects listed in a commercial database.
Now that you have added this new information into the marketing
database, what can it tell you? With the SIC code, revenue size, and business
year-end in place, the billing potential of a particular prospect can be
estimated by reviewing average billings made to clients with similar
characteristics. Or turn the process around: Look at your most profitable
clients and ask if they have any features in common, such as size, industry
category, or service utilization. Once you know the answer, you can begin to
develop a profile of the ideal future client. We cover this application in
greater detail later on in this chapter.
As noted earlier, the most common use of a marketing database is to
support direct mailings to clients and others. Again, with the SIC code,
year-end, and revenue size, your mailings can pinpoint those individuals
with the greatest need for the information. For example, an announcement
of a new tax ruling that affects capital intensive industries with sales in
excess of $5 million can be prepared for distribution almost instantane
ously. And you will be assured that all of the clients who fit into this
category have been notified.
Your marketing database also allows you to personalize the mailing.
Cover letters can be addressed to the CFO, and the name of the client’s
engagement partner can be printed below the signature line. To ensure that
the mailing is followed by a telephone call, you can provide each partner
with a list of the clients he or she needs to call. The report should include
the name of the person the letter was sent to, along with a phone number.

ENHANCED SIMPLE CLIENT DATABASES
Once the marketing database is up and running, most firms will want to
incorporate information about friends of the firm. Typically, these are
attorneys, bankers, firm alumni, and other potential referral sources.
This is an excellent idea. But use some kind of coding system that will
allow you to divide the list by “clients” and “nonclients.” Go one step
further, and classify “friends” by profession or business interest. Then,
when something of interest to attorneys comes up, you can develop a
special mailing just for that group of contacts.
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Prospects (those you are already working actively to obtain) can also be
added to the database. By coding them as “active prospects,” partners can
periodically review the database to ensure they have been in contact with
all of them some time in the last 30 days.
You can also add the names of companies or individuals who have no
direct connection with the firm, but might become valuable as prospects or
referral sources in the future. These include members of relevant associa
tions and key businesses in industries targeted by the firm. To avoid
unnecessary clutter, someone in the firm, perhaps your marketing profes
sional, should screen these additions to ensure that they represent real
potential for the firm.
Who should be asked to find these names? Your marketing professional
is probably best equipped to undertake the effort, but because the work is
time intensive, they may wish to delegate to others. In an ideal world, you
would have a single individual dedicated to conducting this research effort.
The work is demanding, and requires an incisive, persistent mind. If you
cannot assign someone to this project on an ongoing basis, consider
utilizing professional staff instead of parceling the work out to secretaries
or other administrative personnel.
Another way to expand your database is to consider adding data available
from commercial listings. These listings are available for nearly all metropoli
tan areas. Most offer a number of selection criteria, including the following:
■ Geographic location, by zip code,
■ Type of business, by primary and secondary SIC code,
■ Size of business, by number of employees or by sales,
■ A contact at the company, with title or function, and
■ Phone numbers and/or addresses of each contact.
You can expect to pay anywhere from a few cents to about 30 cents per
record. In general, the more information you want about each company, and
the more accurate you want it to be, the more you will pay.
The least expensive lists are those compiled from city directories or
yellow pages. They are not verified and have a comparatively high error
rate. They also have the fewest selection criteria to choose from. The more
expensive lists usually have a guaranteed accuracy rate and offer many
selection criteria. As a rule, their information is gathered and periodically
verified through phone calls to company executives.
Lists can be purchased for a one-time-only use, or leased, generally for
a one-year period. In either case, vendors work to enforce their contracts by
“seeding” fictitious names in the list, so they can monitor how often their
customers use them. Be sure you understand the term s of your contract
when you acquire a commercial list.
There are many lists, and many list vendors. Some specialize in
households; others focus on business listings. While some vendors will sell
directly to end users, your best bet is to work with a broker or an
information retrieval specialist. Both of these intermediaries can help you
identify and clarify your requirements prior to making a purchase.
Because commercial lists are usually structured similarly to the simple
database just described, importing, merging, and purging the new records

CHAPTER

12

DATABASES

161

into your marketing database will be fairly straightforward. However, as the
number of records in your database increases, your computer’s memory
capacity and processing speed may become strained. At some point, a
dedicated computer, a mailing house service, or a service bureau will
become increasingly cost effective and desirable.

DATA INTEGRITY
Remember the adage that a chain is only as strong as its weakest link. You
must take steps to ensure that data entry into the marketing database is highly
accurate. Here are some suggestions for how you can accomplish this:
1. Employ skilled data-entry personnel.
2. Key in each entry or list twice, and then run a merge-purge program to
locate typographical errors.
3. Have one person enter data and another proofread new entries.
If more than 500 entries are made at one time, it may be cost effective to
employ a service bureau to handle data entry. Generally, they charge about
20 cents for each record. However, find out what they do to ensure accuracy
and talk to some of their existing clients.
As additional listings are merged into the database, it becomes increas
ingly necessary to test for duplicate names. For example, when you solicit
names from partners for the friends of the firm list, they will probably give
you the name of every person on their Rolodex. Inevitably, there will be
redundant listings that must be purged if costly duplicate mailings, and
some embarrassment to your firm, are to be avoided.
Make an alphabetical sort of the last names of the primary contact person
and have someone make a visual scan for duplicates. (Although this would
seem to be redundant, since you have already done a merge-purge on the file,
the merging-and-purging function will only identify and eliminate duplicate
records when the two records are identical. This means that a visual check is
still required to ensure that all redundant records are removed.) A subsequent
sort that lists companies in alphabetical order is a useful cross-check.
Remember, the merge-and-purge process is an absolute necessity each
time there is a significant addition to the database. Consider scheduling
such a procedure every three months.
You should also sort and print the database by engagement partner, and
ask everyone to check for names that are no longer of value to the firm.
Finally, at least once each year, the mailing should go out first class to verify
the accuracy of the addresses. (With first class, undeliverable mail is
returned to the sender.)

RELATIONAL DATABASES
A relational database enables you to integrate disparate sources of informa
tion into a system of targeted marketing. With such a system, you could do
the following:
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Identify the 10, 50, or 100 business clients who are most valuable to the
firm, using objective and/or subjective standards.
Extrapolate from the “Top 100” client list and determine on which
prospects—or prospect categories—to expend promotional resources.
Identify those clients who are most likely to be targeted by competitors.
Determine which clients can be lost with little impact on the firm’s
future profits.
Perhaps the most important role a marketing database can play is in helping
you identify those prospects who will make the best fit with your firm. This
is not an easy undertaking. Begin by employing two marketing strategies:
profiling and modeling.

Profiling
Profiling helps you determine w hether there are any common characteris
tics—be they objective or subjective—among your most valuable clients. It
is important to know what these characteristics are because they serve as a
type of filter as you search for the most desirable prospects. Here are some
examples of the criteria you might employ:
1. The client is healthy and growing, and has stable or expanding market
share.
2. The client’s demand for services is well balanced: It contains a mixture of
repeat and transaction-based work; the work is performed throughout
the year; most of the work can be leveraged to staff.
3. The client’s management team is stable and competent, gets along well
with your partners and managers, and the work is challenging and
interesting to your most valued staff members.
4. Most of the work performed for the client is immune to competitive
pricing.
5. The industry the client is in is healthy and growing.
How do you collect the information needed to answer these questions?
Some of it is readily available in billing and personnel records. You can
obtain undocumented information by preparing questionnaires for your
partners to fill out. Finally, industry trend information can be obtained
through census data, industry projections, regulatory agencies, and busi
ness information databases such as Dialog.
When you are finished, look at those clients who have met all, or most,
of the criteria established. What do they have in common? Do they come
from three separate, but somehow related, industries? Are they all profes
sional service corporations—physicians and dentists, or attorneys and real
estate brokers? Are their primary customers similar? What about the
characteristics of the ownership group—all privately held, or perhaps all
family-run businesses? Whatever the common characteristics, they form an
important component of your selection criteria in targeting prospects to
pursue.
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Modeling
While profiling involves looking inward at your existing client base,
modeling involves looking for businesses that possess all, or nearly all, of
the characteristics of an ideal client. At its core is the assumption that both
parties, the CPA firm as well as the client, should be discriminating in their
search. A poor fit can only result in client dissatisfaction and reduced
profits for the firm.
In attempting to profile groups of prospects, you have to look to various
sources for the information you need. Begin by reviewing data available in
commercial listings. Industry research and participation in industry associ
ations give you a broader perspective on the prospect’s situation. Call
reports and face-to-face interviews will help you complete your search.

CONCLUSION
While still in their infancy, the next few years will witness a silent
proliferation of predictive marketing databases. It is unlikely that the firms
who have committed resources to developing such systems will write them
up in industry journals. No firm is going to explain how it was “lucky”
enough to build a premium client group while others struggle to survive by
serving contentious price-driven clients.
Accounting firms committed to long-term viability will continue to
invest heavily in marketing databases. They have already come to under
stand that the purpose of database marketing is to predict client and
prospect behavior in order to maximize sales efficiency, client service, and
firm profits. The development and maintenance of this information is costly
and time consuming. But those who undertake the effort do so gladly,
because they understand that the investment will make the difference
between success and mere survival.
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St. Cloud, Minnesota

INTRODUCTION
Why would a CPA firm use direct mail? Just the words conjure up images of
garish oversized letters crammed into your mailbox, used to promote
everything from sweepstakes to diapers to book and radio clubs. At work,
it’s the same thing, only this time, they’re promoting seminars, books, and
how-to guides.
Who reads that stuff anyway? And why would a CPA firm want to adopt
such a marketing scheme? Because it works.
What are some of the specific advantages of using direct mail?
■ Direct mail campaigns can be targeted to specific prospects with little or
no waste in readership. This means you can concentrate your marketing
dollars on those prospects who are most likely to need and want your
services.
■ Because they are designed to elicit an immediate response, direct mail
campaigns can help you achieve some of the same results as you might in
a face-to-face sales presentation, with far less expense.
■ When compared to other forms of advertising and direct solicitation,
direct mail campaigns are a relatively inexpensive form of marketing.
■ Even with a relatively low average rate of response, direct mail campaigns
can quickly pay for themselves.
Can a direct mail campaign make a sale for you? Rarely. Like most other
marketing strategies employed by CPA firms, direct mail campaigns can
165
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open doors to qualified prospects, paving the way for an individual CPA, or
a team of CPAs, to capture the prospect’s interest and win an engagement.
Direct mail can also help to increase name recognition, improve the
firm’s image, and raise awareness of specific services. So, even if you never
use direct mail to explicitly promote a good or service, it is a good idea to
employ proven direct mail principles to enhance the effectiveness of other
kinds of communications with clients, such as newsletters, tax updates,
even seminar invitations.
In this chapter, we review the two forms of direct mail most widely used
by accounting firms: the personalized letter and the self-mailer. We also
discuss mailing list development, postage and handling options, and boost
ing response rates.

THE PERSONALIZED LETTER
What does a personalized letter look like? When used in a direct mail
campaign, the personalized letter is made up of a letter, a response card,
and an envelope. See Appendix 13.1 for a sample. Although numerous
protocols govern the content of such a direct mail piece, the general rule of
thumb is that the more personal the letter looks, the more likely it is to be
read and acted upon.
When should this form of direct mail be used? You might employ the
personalized letter format when you want to introduce a new partner or
specialist of the firm, or to announce a new service, such as succession
planning for closely held businesses.

Developing a Message and Writing the Copy
The simplest way to begin drafting a personalized letter is to think of it as a
written version of a sales presentation. As such, it must fulfill the following
requirements:
1. Attract the reader’s (prospect’s) attention.
2. Arouse his or her interest in your offer.
3. Persuade him or her that the offer is valid by reviewing features, benefits,
and proof of your claims (for more information on features and benefits,
see Chapter 25, “Proposals: The Final Step”).
4. Close by asking for the sale.
While it is a good idea to focus most of your energies on the text of the letter,
it is also important to remember that all three of the mailing pieces—the
envelope, letter, and response card—will influence the prospect’s response.
So, think of them as each representing separate components of the selling
process:
■ The envelope offers a first impression of your company, just as a
salesperson embodies the qualities of a firm.
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■ The letter represents the sales presentation: the message the salesperson
wishes to convey.
■ The business reply card can be compared to a salesperson’s request for
the order.

Some Tips on Preparing the Letter
How do people really read letters? As a rule, most readers first look at the
letterhead to see who it is from. Then they check the salutation, to
determine who the letter is addressed to. They move on to look at the
signature line, then to the postscript. Finally, they return to the beginning of
the letter, and—if they are still interested—read the body copy. Your letter
should be designed to accommodate this sequence.
The Headline. Begin the copy with a headline. This opening sentence is
extremely important. It is here that you either win or lose the reader’s
attention. A strong headline can double or triple the response rate. Another
device that helps to increase readership is the Johnson Box. This is a
summary of the offer and is positioned immediately above the salutation. It
can be indented, or enclosed in a box, for greater impact.
What goes into the headline? A statem ent of your offer, a request that
the reader respond, a statem ent of what the reader will receive when he or
she responds, and a brief summary of one or two key benefits provided by
the product or service being offered. The headline should be able to say all
this in about 20 to 30 words. Use grabber words like How, How to, Learn,
Find out, Discover, Solve, or Solution. Here’s an example:
“Send for our free financial planning kit that shows how you can reduce your
taxes $3,000 this year by starting your own Keogh retirement plan.”

If your prospects are still reading, they are probably interested in what you
have to offer. Now your challenge is to get them to act.
The Salutation. Always use a personalized salutation, such as “Dear
John” or “Dear Ms. Smith.” Avoid “Dear Client” or “Dear Friend.”
The Body Copy. Although the letter does function as a type of sales
presentation, it should possess most of the attributes of a well-written piece
of personal correspondence. The reader must feel at all times that he or she
is being addressed as an individual, by an individual. For example, use, “I
want to tell you about our new service . . . ” instead of, “We are pleased to
announce. . . . ” As you review the benefits of your offer, make sure each is
backed up with substantial proof.
Because m ost people will not read through the body copy from start to
finish, the letter should be designed to make it easy to find the information
being sought. Use short paragraphs whenever you can, and indent them for
easy readability. Margins and spacing should be similar to those used in a
business letter.
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You can use emphasis devices, as long as you don’t overdo it. Avoid
gimmicky type, such as capitals, underlining, boldface, margin notes, and so
on. Use handwritten or basic type styles. Good type styles include Times
Roman, Garamond, Baskerville, Century, Oracle, or Helvetica.
What kind of response do you want to elicit? Do you want interested
prospects to request a more detailed brochure, or do you want them to call
in and schedule a meeting? Think carefully about the kind of action you
want people to take. Emphasize the importance of responding to the offer
within a given time frame. Rephrase your request that the prospect respond,
usually at the end of the text, and then again in the postscript.
Close with a personal signature and always use blue (or contrasting)
ink. Remember, this letter is intended to be personal. Someone with a high
rank in your firm, like the managing partner, or better yet, the partner in
charge of the client, should sign the letter. Refrain from having a sales or
marketing professional sign, even if this campaign is his or her special
project. If it is not possible to have each letter hand signed, most stationery
stores can prepare a stamp (remember to ask for blue ink) that is a facsimile
of the partner’s signature. These stamps are quite convincing, so keep them
somewhere secure.
Always use a postscript. Since most readers look at it before reading
the body copy, you need to tease them with just enough information to get
them to keep reading. Offer incomplete information that requires them to go
back to the beginning of the letter and read the headline offer. Here’s an
example:
“We are the only firm to successfully complete ten such transactions in twelve
months.”

Or:
“Don’t forget the special bonus you’ll receive if you respond by June 8.”

How do you know when your copy is ready? First, review it using the COIK
principle—Clear Only If Known. It is imperative that the copy be intelligible to
a layperson who knows nothing about the subject you are discussing. In other
words, do not overestimate the knowledge of your audience, but do not
underestimate their intelligence either. As a general rule of thumb, your copy
should be directed to the reading ability of an 18-year-old, and approximately
75 percent of the words should contain five letters or less. Second, hand the
letter over to several other people in your firm for a thorough critique. Ask
people who are not already familiar with the service you are writing about.
Finally, if you are still uncertain about whether or not your copy will be
successful, conduct a test mailing to six or ten people you know, and then
make a telephone survey to learn their responses to the letter.

Design Considerations
Paper and Ink. With this kind of mailing piece, uncoated paper in a soft,
subdued color is probably your best bet. Avoid bright white paper stock, as
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it can fatigue the reader, and overly vivid colors can convey the message
“junk mail.” The ink need not be black, but should be dark enough to create
a clear contrast with the paper you have chosen. Blue, burgundy, and even
green are some possibilities.
Graphics. If you use graphic emphasis devices, be careful not to overdo
them. Options include boldface type, background screening, bullets, under
lining, highlighting, border writing, and colored or printed envelopes.
Photos and Illustrations. When judiciously used, photos and illustra
tions can capture the reader’s attention. However, you must ask yourself
how often they appear in genuine personal correspondence. If the use of
photos or illustrations would truly help you communicate key points, it is
better to use a number of small illustrations than one large one, and not to
isolate the illustrations or photos from the main body copy. Finally, photos
printed as duotones (using two complementary colors) provide a more
pleasing image than a plain halftone (black and white) photo.

A Few Words About the Envelope
The following are some pointers on the envelope:
■ Try to have each envelope addressed individually, or use a laser printer.
Avoid pressure-sensitive labels.
■ The return address should, whenever possible, include the name of the
individual who signed the letter.
■ Use a stamp, instead of a metering machine, for postage.

Some Ideas About the Response Card
As suggested earlier, the response card is a vital component of your
package. This is the moment when you try to convert the reader’s interest
into action. Therefore, you must think carefully about the kind(s) of
response you want to elicit, and then present those options to the reader in
the most appealing way possible. For an example of a response card, see
Appendix 13.1.

THE SELF-MAILER
What does a self-mailer look like? As a rule, a self-mailer is a direct mail
piece that does not require an envelope. Format sizes vary from postcard
sized mailings to 8½ X 11 inches. A format that is familiar to almost
everyone is the 8½ X 11-inch seminar flyer, folded into thirds.
Contrary to what your expectations might be, folded-down self-mailers
can carry an enclosure, for example, a coupon for a free offer, a discount, or
a ticket to a special event. When properly folded, the insert does not even
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have to be fastened into place. In fact, the idea of the insert is that it will fall
out when the mailer is unfolded. The reader will have to pick up the insert
and give it a glance.
Accounting firms might use self-mailers to announce seminars, to
quickly and briefly broadcast new tax information, or to remind clients of
important due dates.

Developing a Message and Writing the Copy
Nearly all of the advice just offered regarding the preparation of a personal
ized letter can be applied to self-mailers. Nevertheless, you may want to ask
a specialist to assist you in preparing the piece.
One of the key advantages of a self-mailer is that you can utilize graphic
elements to attract the reader’s attention and to increase his or her level of
interest in your services. As a result, the layout and design of a self-mailer
are just as important as the quality of the copy.
It is not difficult to locate someone to help you. Some advertising firms
specialize in direct mail, and many marketing consulting firms also have
professional experience in this area. Your real challenge in finding a
consultant will be to ensure that the price quoted for the work is fair. Many
businesses new to the world of direct mail have ended up paying far more
than they needed to because they did not have a good grasp of what services
should cost. To protect yourself, always solicit bids from at least three
providers.

Tips on Copy and Design
Copy. The exterior panel of the self-mailer should contain teaser copy: just
enough information to persuade the reader to see what is inside. With respect
to interior panel copy, the general rule of thumb is that less is more. However,
if the text is written properly, utilizing small paragraphs, headings, and
highlighting, a more substantial amount of copy may still be effective.
Use o f Color. The colors used should be appealing enough to draw the
reader into the piece. Naturally, the tastes and preferences of the targeted
audience should always be kept in mind. Nevertheless, as a rule of thumb, if
the colors used are too subdued, the piece may turn the reader off; if too
vibrant, it may come across as junk mail and be treated as such.
Paper and Ink. Use 60- to 80-pound cover-weight paper. Before making a
choice, ask your printer about cost, reflective qualities, and marring
potential. For example, some papers will crack on seams if they are not
scored. On the other hand, coated or matte paper stocks allow for the ink to
set on top of the paper, rather than becoming absorbed. This allows for
more vivid colors and crisper photos.
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Photos and Illustrations. The advice regarding photos and illustrations
is the same as stated earlier in the discussion of personalized letters.

HOW DO PERSONALIZED LETTERS AND
SELF-MAILERS COMPARE?
As suggested earlier, the format you choose can influence the effectiveness
of your direct mail campaign, so it is best to select the one that best suits
your needs. Figure 13.1 compares how personalized letters and self-mailers
perform in several key categories.

FIGURE 13.1

Personalized L etters Versus Self-M ailers
Personalized letter

Readership. Chance that someone will read the direct mail piece
Initial R etention. Likelihood the recipient will keep the mailer and
review it again later
Pass Through. Chance the direct mail piece will actually be delivered
to the recipient, and not thrown away by a secretary
Opening Rate. Likelihood the mailer will be opened
Pass Along. Chance the recipient will pass it along to someone else
R etention. Length of time the prospect holds on to the direct mail piece

Self-mailer

Good
Very good

Very good
Fair

Very good

Good

Good
Fair
Fair

Very good
Good
Fair

MAILING LIST DEVELOPMENT
No m atter how good your direct mail piece is, if it doesn’t get mailed to
the appropriate audience, it will be wasted. Even before you begin writing,
you should have characterized your target audience and conducted re
search on the availability of a suitable mailing list. In some instances,
you will be able to utilize the firm’s client or prospect list. In others, you may
wish to work with a reputable broker to secure the best possible commer
cial list.
Regardless of the method used, your focus in list development should
always be the quality, not the quantity, of the names on that list. (For
additional information on list development, see Chapter 12, “Databases.”)
Whether you use an in-house list or commercial list, there are a wide
variety of selection criteria to choose from, and the process of developing
these criteria can be quite involved. You may therefore wish to rely on the
services of a marketing consultant or a mailing list broker to ensure that
your list really does possess the names of your most likely prospects. Here
are two brief examples that may help you understand the importance of
defining selection criteria:
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If you are planning to promote personal financial planning services, you might
select a mailing list based on the following criteria:
All heads of households . . . ages 45 to 65 . . . with annual incomes in excess
of $100,000 . . . residing in zip code areas 55331, 56342, 56332.
If you plan to target large employers, you might select the following criteria:
All corporations . . . with 25 or more em ployees. . . in zip code areas 55393,
55321, 55890.

POSTAGE AND HANDLING
Given the cost of first-class mail, most direct mail advertisers opt for bulk
rates. If you are interested in this option, contact your local post office and
ask for information about the various bulk mail options available.
In most cases, using bulk postage means you need to purchase an
annual bulk permit from the post office or use the permit of a local printer
or mail house. Also, some presorting and classification is required. Vari
ables include the first three digits of the zip codes, nine-digit zips, carrier
route selections, or weight. Although you can save up to 10 cents per mailed
piece, remember to factor in the labor cost associated with presorting. If
you are working with a mailing house, you can ask them to prepare a cost
comparison for you.
As stated earlier, it is a good idea to use postage stamps in lieu of
metering or printed indicia because your letter will look more personal. The
post office has postage stamps in all denominations required for bulk mail
and there are machines that can help speed the process of applying them.
Of course, delivery times vary. First-class postage takes 1 to 3 days for
delivery. Local third class (bulk rate) requires 2 to 12 days, with third class
in other areas taking 5 to 30 days (12- to 20-day average). If you choose this
last option, figure the lag time into your initial production timetable, as well
as into the offering itself. If you have a return envelope in the mailing, use
business reply or first class postage on the envelope.
If you get serious about direct mail, consider using the services of a
local mailing house. Many printers offer mailing house services. Most
houses offer list acquisition, postage metering, collating, hand stamping,
sorting, and delivery to post offices. They usually have a minimum handling
fee with specific services ranging from $5 to $25 per thousand pieces of
mail.

WHAT KIND OF RESPONSE DO YOU WISH TO ELICIT?
Do you want interested prospects to request a more detailed brochure, or
do you w ant them to call in and schedule a meeting? No m atter which
option you choose, be prepared to handle the response. Have receptionists
and secretaries standing by to take calls, and make sure they are briefed
ahead of time. If you offered to send more information, make sure the
material is ready to go before the campaign is initiated. Many firms fail to
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give this part of the campaign adequate attention, and there is nothing more
disastrous than the inability to respond quickly and professionally when
you have stimulated interest in your product or service.

Measuring Campaign Response
An unsolicited mailing targeted to the general population may yield as little
as one-fourth of 1 percent, while a campaign targeted to a specific audience
may yield up to 90 percent. However, the average rate of response for direct
mail is estimated to be between 1 and 2 percent of all delivered pieces.
To find out how your campaign fared, count the number of responses
received at the campaign’s half-life. This is the average time it takes for
one-half of the responses to come in. If you used first-class postage, the
average half-life is eight to nine days from the date of the first response. The
half-life for third-class postage is usually at the end of the third week. If you
used a toll-free number you will probably hear from everyone within the
first 10 to 20 days, depending on whether or not you were offering
something for free.

Boosting Campaign Response
Multiple Mailings. There is an adage in the sales industry that 80 percent
of all sales are made on the fifth contact. Naturally, the five contacts your
firm makes with each prospect need not all be in the form of a direct mail
piece. However, multiple mailing campaigns have been shown to be more
effective than campaigns that rely on a single piece of communication.
Another advantage of a multiple mailing campaign is that you can build
interest in—and a more complete knowledge of—your services over time.
The campaign illustrated in Appendix 13.2 was employed by a 20-person
CPA firm based in Minneapolis. Its key objective was to attract locally
based publicly held companies requiring SEC work. This is an area of
service traditionally dominated by the national accounting firms, so the
campaign pointed out the specific improvements in service quality that
prospects could expect to receive by retaining this locally based accounting
firm instead.
The campaign was directed to a very limited audience, made up
exclusively of CEOs and CFOs of the targeted companies. It consisted of
five separate mailings, with one letter sent every two weeks. Each mailing
piece focused on one key service variable, and the last mailing included an
invitation to a seminar hosted by the CPA firm.
Of the 150 individuals targeted, approximately 12 attended the seminar.
This is a response rate of nearly 10 percent. The campaign also generated
substantial ongoing business, far in excess of its cost.
Telem arketing Follow-up. Another way to boost response rates is to link
the direct mail campaign with a telemarketing campaign. With this ap-
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proach, you might arrange to follow up w ith the top 100 prospects on your
mailing list. If the technique proves successful—that is, if it leads to
scheduling meetings with partners or even to direct “sales”—then you
might consider calling the next 100 prospects, and so on.

TOTAL COSTS
There are a number of cost factors to consider when you undertake a direct
mail campaign. If you ask an outside agency to develop and coordinate the
entire project, the costs will of course be more than if you do it yourself.
Here is an estimate for a 2,000-piece two-color self-mailer:
Conceptualization, writing, and coordination
Graphic design
Printing
Mailing list for one-time use
Postage
Mail house handling
Total

$500-1,500
600-1,200
600-2,000
250-250
320-320
75-75
$2,345-5,345

The total could be between $2,000 and $5,500, including a follow-up piece
for interested prospects. You should allow up to eight weeks to prepare the
mailer, depending on the amount of proofing, the graphic designer, and the
printer’s backlog of work.

CONCLUSION
Direct mail campaigns are a relatively inexpensive way to reach a large but
carefully selected audience. Once you have identified which members of
that audience are really good prospects for your firm, you can then follow
up with more personal and more costly marketing tactics, including a
face-to-face sales presentation.
Even if you are not selling something, consider using some of the
techniques discussed in this chapter. These are great ways to strengthen the
impact of all your communications, regardless of whether you are issuing
newsletters, seminar invitations, or customized year-end tax planning
letters.
Finally, always be realistic about the rate of response that direct mail
campaigns elicit. While some campaigns can produce overwhelming re
sults, the average rate of response is 1 to 2 percent and it is best to use this
standard when determining the cost-benefit of a planned campaign.

Here is a list of further reading recommended by the author:
Center for Direct Marketing, Direct Mail Marketing; a Course Manual
(Westport, CT: Author, 1985).
Richard S. Hodgson, The Greatest Direct M ail Sales Letters o f A ll Times
(Dartnell Corporation).
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APPENDIX

SAMPLE PERSONALIZED LETTER
AND RESPONSE CARD

Johnson, Johnsen & Johnsin
Certified Public A ccountants
1111 Adams Drive
Anywhere, MN 55990
(6 1 2 ) 555-1212
With our payroll service program we can help you take the hassle
out o f payday and those hectic quarterly and year-end reporting
periods. Let us reduce your stress level through fo u r easy steps.
Dear John:
Regardless of the size of your business, we can handle your payroll for one
low all-inclusive fee.
Think about the benefits! C o n v en ien t. . . C on fid en tial. . . T im ely . . .
A ccu ra te__ Informative . . . Inexpensive . . . H assle Free.
Our four-step approach to stress reduction is simple.
1. Each pay period you will call us with your payroll hours and any other
necessary information. We then prepare:
* payroll checks
* payroll journal
* client time sheet
* payroll deduction register
* employee earnings record
* departmental earnings and deduction
summary
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2. Every deposit period, we will notify you of the amount and due dates
for federal and state payroll tax deposits.
3. Each quarter we will prepare the following government returns as
required by law:
* 941 quarterly return
* state quarterly wage return
* federal unemployment deposit
* state unemployment deposit
* employee earnings record
4. At year’s end, we will send you balanced, reconciled, and signatureready forms including:
* employer W-3s
* employee W-2s
* recap of federal withholding
* recap of state withholding
* 940 federal unemployment tax return
* annual employee earnings record
One low fee covers everything listed including delivery. We even supply the
checks printed with your company logo.
To reduce your stress level during payroll and find out more about the
payroll service program that really pays, return the attached business reply
card. In fact, we’re so sure that utilizing our payroll service will reduce your
stress level, we’ll even send you a free Stress Tester just for returning the
attached card.
In the meantime, if you would like to sign up for our payroll service
program, or if you ju st have questions, call us toll free at 800-555-1212.
Sincerely,
Johnson, Johnsen & Johnsin
C ertified Public Accountants

Steve Johnson, CPA, CFP
Tax Partner

P.S. For as little as $15 a pay period, we can reduce your stress level using
the four easy steps outlined above. Call us today to see how we can help
make your life hassle free.

APPENDIX

13.1

SAMPLE PERSONALIZED LETTER AND RESPONSE CARD

Response Card
Please help me reduce my stress level during pay periods, and while
you’re at it, send me one of those interesting Stress Testers.
____ Have one of your payroll consultants give me a call.
____ Send me a payroll planning kit.
N am e_____________________ T itle___________________________
Com pany__________________________________________________
A ddress___________________________________________________
C ity_____________________ S ta te _______Zip_________________
P h o n e_____________________ Best time to c a ll________________
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CHAPTER

MEDIA RELATIONS

F ran cie Murphy
Vice President, Casey & Sayre, Inc.
Santa Monica, California

INTRODUCTION
An effective media relations program can help an accounting firm create or
improve its image, gain recognition for performance, increase visibility, and
even soften criticism, all in an effort to attract new business. While it cannot
improve a mediocre work product, it can help your firm earn public
recognition for its superior achievements and leadership in accounting.
To be successful, your media relations program must be well planned
and carry a message that the media considers newsworthy and interesting
to their audience. Some CPAs argue that media relations, especially press
relations, is the province of only national and international accounting
firms. While some larger firms can attract media attention with little
effort—usually because of industry expertise—any CPA with something
important to say can be heard. To be successful, you must develop a
message, locate the publications and journalists who would be interested in
that message, then convince them that you—and not one of your competi
tors—are the best source for the story. However, no m atter how well
crafted your program is, its success ultimately depends on the energy,
creativity, and responsiveness of the firm’s partners and managers.
This chapter covers a wide range of topics within the arena of media

relations, including developing a media relations program, utilizing specific
media tools, being effective in interviews, managing crisis communications,
hiring a public relations firm, and budgeting.
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DEVELOPING A PUBLIC RELATIONS PROGRAM
Which media relations activities are right for your firm? The best media
relations programs build on a firm’s existing strengths and work to enhance
visibility in areas targeted for business development. It is therefore a good
idea to complete a firmwide marketing plan before beginning work on a
media relations program. With a marketing plan in place, the firm can then
design a media relations program that supports the plan’s key objectives.
Basic steps in developing a media relations program are described here.

Take Stock of the Firm’s Current Level of Visibility
and Reputation
Almost always, public recognition of the firm’s greatest strengths falls short
of reality. To find out where you stand, conduct a communications audit. In
brief, a communications audit evaluates how your “audiences”—namely,
current and former clients, prospects, referral sources, and centers of
influence (prominent business leaders, journalists, directors of key busi
ness organizations, and the like) perceive the firm. When you conduct your
investigation, the four most important questions to ask are these:
1.
2.
3.
4.

How well known is the firm?
What do people think of when they hear the firm’s name?
Are the firm’s audiences aware of its strengths and areas of expertise?
Are there any negative perceptions of the firm that need to be overcome?

As you formulate the questions you will use in interviews, design them so
they cannot be answered with a simple “yes” or “no.” For example,
1. Instead of, “Did you know that our firm offers comprehensive personal
financial planning?,” ask, “Tell me what you know about our firm’s
services for individual clients,” and “Which of these services have you
used?,” and “What did you think of these services?”
2. Instead of, “Do you think of our firm as a leader in providing XYZ
services?,” ask, “How does our firm compare with this city’s (or state’s)
top three providers of litigation consulting services?” (Hopefully, the
respondent will say he or she thinks of your firm as being one of those
top three providers!).
3. Instead of, “Do you think our firm ranks among the city’s (or state’s) top
three accounting firms?,” ask, “Please tell me which three (small,
regional, multistate, or national) CPA firms are the best in this city (or
state).”
It isn’t necessary to ask specific questions about negative impressions of the
firm—if they are strong enough, your other questions will cause those
negative sentiments to surface.
Once the data from this study has been analyzed, you will be able to
define specific media relations objectives. You will also know which
audiences you need to reach and what messages to get across.
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Establish a Budget, Secure Partner Approval, and
Assign Responsibilities
Whether you handle these elements before or after undertaking the other
steps recommended in this section of the chapter, do not overlook them. A
budget plan that estimates the cost—in terms of cash outlays and in terms
of personnel hours—is important because it will help you prioritize objec
tives and have a baseline against which to measure results. Partner
approval is essential, as senior partners will be called on most often to
interact with the media. Finally, it is important that the responsibility for
executing specific components of the plan be clearly delineated, so individ
uals can be held accountable for staying on the plan’s timetable.
Some kind of system for reporting and evaluating the results of your
plan is also essential. Given the inherent intangibility of a media relations
effort, it is important that every tangible product of the program be
captured, reported, and evaluated. This includes monitoring the media so
all article placements, interviews, and mentions are captured. If your
program efforts are substantial enough, you may want to retain a clipping
service to handle this aspect of the program on your behalf. This is
especially useful if you will be seeking to make media placements outside
your immediate geographic area.

Position Yourself as an Expert
Because of their training and experience, accountants have a great deal of
insight to offer on a variety of business topics—from taxation, SEC
compliance, and coping with new accounting standards to industry trends
and the local and national economic climate. But being an expert takes
more than just knowing the facts. It takes the ability to be a clear, concise,
and interesting communicator.
Being an expert also means having the power to translate seemingly
obscure developments in the world of accounting, finance, business man
agement, and tax into hard-hitting and relevant news. When the Federal
Accounting Standards Board (FASB) sends out an advisory on new rules
requiring corporations to set aside funds for future employee benefits
coverage, many local journalists might just skip to the next news item
without even thinking about writing up a story. Their inexperience with
accounting issues may well lead them to conclude this is an item of little
interest to their readers. It is therefore up to you to translate the advisory for
them, and let them know that, in fact, most major corporations may be
forced to take a closer look at the kinds of coverage they offer to employees.
Many times, being an expert also means being the first one in town to
spot a new economic development or hear about impending or recently
approved legislation. It takes work to be in that position, but the resulting
media exposure could be well worth the effort. You don’t always have to
wait for new rulings, although these are usually good opportunities to reach
your public through the media. For example, late fall is a good time to talk
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about tax strategies for high net w orth individuals and closely held
companies.
To recapitulate, being an expert takes three things: an excellent
command of one or more specific topics in the fields of accounting, finance,
business management, or tax; the ability to communicate the consequences
of new developments to a lay public; and staying alert to potential PR
opportunities.

Identify the Publications and Journalists Who May
Want to Hear From You1
Now that you know you really do have something to say, you can evaluate
local dailies, business magazines, and trade journals to determine which
ones would be most interested in hearing from you. Always think of the
ultimate audience—the readers—when evaluating specific publications.
After identifying the publications you want to reach, you need to target
the journalists who write on the subjects you wish to address. A trade
publication geared to automotive dealers, for instance, might have only two
or three full-time writers, so it won’t be too difficult to know who to contact.
On the other hand, a major daily has many dozens of writers—you must
identify those who may want to hear from you.
The best way to do this research is simply to read the publications you
have targeted. Develop brief profiles of the subjects and topics key journalists
address. If you still aren’t sure, try calling the editor—or business editor, in the
case of larger publications—and asking for some insight.

Establish Relationships With Specific Journalists
and Publications
Now you have identified key publications and journalists, it is time to get
the ball rolling. If you aren’t already being called by the journalists you have
targeted, you will have to make the first move. If the idea of cold calling a
journalist makes you nervous, do this: Think of each contact with a
journalist as a business transaction. The journalist needs to file accurate,
insightful, and carefully researched stories. You, as an experienced ac
countant, can be a valuable resource—explaining complex business and
legal issues, or even preparing a bylined article on a particular subject.
You should have a story idea in mind when you call to schedule an
appointment. Journalists have little time to break away from the newsroom.
So give them a reason to spend time with you by offering new insight into a
topic they cover. Stress that you want to get to know them better. Don’t ask
1While many accounting firms will explore radio, television, and other media channels, we
refer primarily to print publications and the journalists who are responsible for their
content. This is simply a linguistic convenience: In many instances, the advice offered here
can be applied to all media channels.
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them to write a story about you or your firm. This type of meeting will give
you the chance to learn how the reporter approaches a story. You’ll have
time to ask about the issues the journalist is most interested in covering,
and then take advantage of the opportunity by offering to send some
research the firm has prepared, or put him or her in touch with another
good source.
Once you have broken the ice, stay in touch. It’s a good idea to subscribe
to the publications you have targeted, so you can monitor what the
journalist has been focusing on. If your budget doesn’t allow too many
subscriptions, write for the editorial calendars that are produced by the
publication’s advertising department. These calendars list the topics to be
covered in upcoming issues. If you notice some articles planned that relate
to your area of expertise, write to the editor and offer to send background
information or a bylined article (see later in the chapter for more informa
tion on preparing articles).
From time to time, call reporters to find out if they are interested in data
you have compiled as a result of serving multiple clients from the same
industry (minus proprietary client information). And when you spot an
emerging trend or learn about impending legislation, don’t wait for it to
become yesterday’s news—call right away and offer yourself as a source on
the issue or as the author of an article.

Provide Media Training to Firm Members
Before embarking on your quest for media attention, invest in a day of
intensive media training for partners and managers who may have contact
with the press. It’s a good idea to retain a consultant skilled in interview
techniques and the ins and outs of journalism. An effective training session
should include the following:
1.
2.
3.
4.
5.

What make stories newsworthy, and how journalists work.
How to get the firm’s message across.
Handling print, radio, and TV interviews.
Standards of personal appearance.
Television interview etiquette.

To be truly effective, the training program should include practice interview
sessions for the media the trainee is most likely to have contact with: trade
journals, call-in shows, network television, daily newspapers, and so on.
These sessions should be recorded for later critique.

UTILIZING SPECIFIC MEDIA TOOLS
When it comes to media relations, many firms send out quarterly press
releases announcing new partners and managers, and leave it at that. If they
are lucky, this effort will result in the firm’s name appearing in the business
pages of one or two local newspapers.
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But there is much more to media relations than this, and the results of
your efforts can go far beyond simply improving name recognition. Let’s
take a look at what you can do.

Issue Press Releases
Press releases can and should be issued whenever the firm has something
newsworthy to report, including the following:
■ Announcing new partners or a new office;
■ Announcing an expansion of firm services;
■ Releasing the results of a comprehensive industry study;
■ Commenting on new tax legislation;
■ Reviewing the impact of proposed SEC or FASB changes;
■ Reporting on a trend, or making a forecast;
■ Offering timely advice on what to do if an individual cannot pay taxes, or
how to recover cash from the IRS, when a refund is due;
■ Releasing a summary of a speech made by a partner or senior manager,
thus further positioning them as experts.
Whatever the subject matter, the press release must be timely and filled
with news. Think of a press release as a way of helping the reporter to
complete his or her research. Therefore, to be useful, it should be substan
tial, informative, and free of jargon.
A release doesn’t always have to be on an accounting topic. You can
also comment on an industry that is served by the firm. For instance, if
hospitals form part of your client base, you could issue a release on
health-care reform citing the tax issues triggered by non-profit hospital
mergers with for-profit physician groups. If the firm works for government
agencies, you could prepare a report and issue a release concerning
privatization, along with an analysis of which industries will benefit from
the process.
When it comes to releases concerning personnel, call and ask who edits
the promotion column. Send a photo with the release, and put a sticker on
the back with the individual’s name. Photos should be black and white
glossies, in 5 X 7 or 8 X 10-inch format. It is worthwhile to invest in a
professional portrait sitting, as the photos may be printed in major dailies
with broad circulation. Extra copies can be used later on, when you are a
speaker at a seminar or have submitted an article for publication.
“A release should be approximately one or two pages, double spaced
with indented paragraphs on 8½ X 11-inch paper. In the upper right hand
com er put the name and phone number of the person responding to the
reporters’ questions (i.e., the ‘contact’). In addition, state a timing for the
release of the information (i.e., For Immediate Release) and provide the
city, state, and date the release is sent.”2The release should be written in the
2Public Relations Guide fo r CPAs (New York: American Institute of Certified Public
Accountants, 1991), p. 12.
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active voice and all sources of information should be credited. The release
should end with a paragraph providing background information on you and
your firm. This final paragraph should be the same for every release you
issue. See Exhibit 14.1 for a sample.

EXHIBIT 14.1

Sample Press R elease3

NEWS FROM (CPA FIRM)
FOR IMMEDIATE RELEASE
Contact: (Name)
(Phone Number)
(Date)
(Firm Name) Expands Pension
Consulting Practice

City, State—(CPA’s Name), an expert in institutional real estate invest
ment, has joined the national accounting firm of (Firm name) to coordinate
the firm’s pension fund consulting practice. (CPA name) has over ten years
experience providing investment strategies, analysis and research services
to institutional real estate investors.
“(CPA name)’s extensive experience with institutional real estate port
folios, as well as the state’s redevelopment and affordable housing issues,
will complement and enhance the firm’s broad-based real estate consulting
services,” said (CPA name), partner in the (Town) office and head of the
pension fund consulting practice. “His knowledge of the special needs of
institutional investors coupled with the firm’s extensive real estate consult
ing specialties, creates a strong resource base for institutional investors
who are increasingly focused on real estate issues.”
(CPA name), (age), was previously president of the XYZ Company. He
joined XYZ as the managing director of consulting services when the firm
was founded ten years ago. He served concurrently as president of ABC
Advisers, affiliate of XYZ, providing real estate advisory services to the
state’s public agencies and corporations on such issues as affordable
housing development and finance, public-private joint venture develop
ments, financial feasibility and property valuations.
(CPA name) received his master’s degree in business administration
from th e _________________ , and a bachelor’s degree in business adminis
tration from _________________ He is a member of the American Society
of Real Estate Counselors, the National Association of Real Estate Invest
ment Trusts, the Association of Investment Management and Research, and
several other professional real estate associations.

3Public Relations Guide fo r CPAs (New York: American Institute of Certified Public
Accountants, 1991), p. 12.
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(CPA firm name) is the metropolitan region’s eighth largest accounting
firm, known for its expertise in real estate and financial services. It has
offices in four cities.
###

As you develop a mailing list for the release, be selective: Don’t send
Newsweek a release about a new office. Identify the journalists who are
most likely to have an interest in the subject matter, and make sure the
release is directed to them personally. If you are planning a national
mailing, consult a media directory (many local libraries have them) for
names and addresses of pertinent publications.

Prepare Bylined Articles
Getting quoted as an expert source in an occasional business article is a
great way to get exposure, but bylined articles can be even more effective.
Here are some pointers:
■ It is not a good idea to write an article and then look for a publication to
print it. You risk wasting a lot of time. Instead, prepare a brief outline and
send it to the editor. Better yet, call first.
■ Your letter containing the outline need not be more than one page long.
Explain why you think this topic would be of interest to the publication’s
readers, and why you think this story should run fairly soon. List the three
or four pertinent facts or ideas you will develop in the article, and say how
long (i.e., how many words) you think it needs to be. See Exhibit 14.2 for
a sample proposal for a bylined article.
■ Once you have a placement, look for ways to recycle your written
material. For instance, a 2,000-word article on the tax implications of S
corporation structure written for a home builder magazine could find a
second life reconfigured for a small business publication.
Of course, you need to find out if the first publication retained all rights
to the story. Even if it did not, you should tell the second publication you are
using a reconfigured article. Never try to publish the same article in two
publications.

Publish Quantifiable Research
Accountants are not just accountants anymore. They are recognized experts
in a variety of fields from hospitality to aerospace to Hollywood. The reams of
research material they accumulate can be a valuable marketing tool. If your
experience has provided you with the expertise to prepare a report on a given
industry or management issue, you may have an excellent opportunity to
obtain broad media coverage and position yourself as an expert.
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Sample Bylined A rticle Proposal
Note: Unless you know the topic you will be pitching is already on the
publication’s editorial calendar, always call first and determine the level of
interest in the article you propose to write. This will save you countless
hours of letter preparation time.

Date
Editor’s/Reporter’s Name
Title
Name of Publication
Street Address
City, State Zip
Dear (name):
The Management Information Systems (MIS) group at (name of accounting
firm) has recently completed a survey of the (nation’s/state’s/area’s) top
property management firms. The survey questions focused on the property
manager’s use of automated systems; however, the interviews revealed a
great deal also was learned about the changing role of the property
manager.
In this real estate climate, property management, once an ancillary service
for many developers, has become a primary business focus because
developers are no longer able to attract capital for development. Property
managers are finding themselves held accountable for the bottom line. They
are utilizing automated systems to aid them in their research to pinpoint the
most profitable tenants and the right tenant mix for a given property.
Property performance—rating building maintenance, services, and respon
siveness to tenants—is also being scrutinized more closely in this competi
tive tenant market.
I would like to suggest (name of CPA), manager in the MIS group at (name
of CPA firm) who spearheaded this survey, as a source of information for
your upcoming issue on property management. He may be contacted
directly at (telephone number). If you have any trouble reaching him, as he
does travel frequently to work on site with clients, please let me know and
I will track him down for you.
Best regards,

Your name
Title
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For example, if your firm works for a number of clients seeking to
attract foreign capital, consider producing a report on investment trends
broken down by country and type of investment. This type of study can
attract a high degree of media attention, since reporters are always looking
for good data that is easily reprinted into a colorful chart or graph for the
business pages. Hint: The better the graphics that accompany the report, the
stronger your chance of getting media coverage.

Hold Press Conferences
What makes a press conference worth holding? An accounting firm that has
just prepared a significant research study can and should hold a press
conference, instead of issuing its findings in the form of a press release. A
press conference is preferable in such situations because it saves you time
and assures that the same information is disseminated to all interested
reporters at once. However, the study must have substantial news value
with data that, for example, is significant to the local economy or portends
a major shift in consumer spending. Otherwise, no one will attend. In
general, reporters would rather get to you one on one, so press conferences
should only be held on rare occasions. Here are some how-to’s:
1. Mail, fax, or hand deliver a media advisory to the appropriate media
The purpose of a media advisory is to explain the event and entice
journalists to attend. Here’s the standard format. Entitle the document
“Media Advisory,” and make sure it is no longer than one page. In large
block letters on the left-hand side of the page, list “what,” “where,” “when,”
and “who,” and then provide the appropriate information in concise
paragraph form. Do not, however, give the story away. At the bottom, list a
contact person, and indicate whether or not reports or video footage will
be available. To help ensure a high rate of attendance, deliver the media
advisory at least 48 hours in advance of the press conference.
2. Arrange for a room large enough to accommodate TV camera crews. Try
to erect a platform at the back of the room. Provide tables and chairs for
reporters.
3. Ask reporters to sign in so you can send them late-breaking news items
after the conference. This list also helps you track subsequent news
coverage.
4. Stick to your timetable. Don’t anger reporters who arrived on time by
waiting for a few more to appear. Select a time that is convenient for the
media.
5. Provide one key spokesperson and introduce other experts who are
present to answer questions.
6. Establish a time limit for questions following your opening remarks. In
general, the sequence of activities—and time allocated—at a press
conference is as follows:
a. Opening remarks, made by the company spokesperson (10 to 20
minutes, depending on the topic);
b. Presentations of materials, including slides or video footage (10 to 20
minutes);
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c. Question and answer period (30 minutes);
d. Individual interviews (especially for television), usually after the
conference has been adjourned. Time required will vary with the
number of interviews requested. Find out how many journalists want
one-on-one interviews, and schedule your available time in such a
way that every journalist is granted at least a brief interview.
7. Distribute copies of a press kit containing a copy of the prepared
remarks, along with contact information for follow-up, to journalists
before they leave.

Prepare—and Use—Press Kits
Press kits help your spokespeople tell the story of your firm efficiently and
consistently. They should be used each time a firm member comes into
contact with the media, whether the occasion is a press conference, a
speaking engagement, or a one-on-one interview.
A good press kit contains a variety of background materials on the firm,
including brochures, explanations of specialties, and biographical sketches
of senior partners. It should also include copies of recent news releases.
Each kit should be customized with materials selected and organized in a
way that meets the information needs of the journalist in question.
You do not have to invest a fortune in printing special folders to hold the
material; use the same folders you use for new business proposals. If you do
not have anything appropriate, have the firm’s name and logo printed on the
cover of glossy two-pocket folders sold at most stationery stores.
When you know you will be meeting a journalist for an interview,
mail the press kit out a few days in advance. That way, he or she won’t
have to spend time asking you questions that can easily be answered
by the background materials. The press kit cannot do all the work for
you, but it fills in the gaps and may spur further interest in your practice
areas.
Always take press kits with you on major speaking engagements.
Chances are good that reporters will be in the audience, and it helps if you
can supply them with firm materials.

Arrange Speaking Engagements
Trade associations are always looking for knowledgeable, effective pre
senters who can offer valuable insight into new legislation, effective
financing strategies, or a myriad of ways to be sm arter and more successful
than the competition. As is the case with journalists, you may have to
initiate the first contact. Nearly all associations have professional staff who
are responsible for locating speakers. Do some research on the organiza
tions you have targeted, and get to know the kinds of topics that have been
presented in the past. Also, check with your state society to see if they have
a speaker’s bureau.
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Be prepared to follow up your phone call with a letter proposing one or
more topics and brief descriptions of the material you would present. Be
patient: Some groups schedule their speakers months in advance.
When you are invited to speak, bring cleanly typed copies of your
remarks for quick distribution to reporters and members of the audience. If
no reporters are present, you can always take the initiative and call those
who might have an interest and offer to send them a copy of your remarks.
Significant remarks before a major industry group also can be reprinted
into a monograph and mailed to existing clients and left behind at new
business presentations.
Your remarks can also find new life as a press release or an article
written for trade publications that cater to businesses you want to attract.
The key is to make the most of the time and effort you spent preparing your
remarks.

Sponsor Special Events
When you think about public relations, don’t limit your imagination to
dealing with the media. Sometimes, you have to think about how you can
reach clients and prospective clients outside the confines of a traditional
business situation. Two very effective techniques are sporting events and
awards presentations.
1. Sporting events. Golf and tennis tournaments are not only enjoyable, but
they give you a chance to interact with clients for several hours in a
relaxed environment. The camaraderie that results is well worth the cost
of green fees and court time, not to mention the social function that
follows any well-orchestrated event.
2. Aw ards presentations. Hosting an awards program for a local industry is
another effective way to reach out to clients and spend some time getting
to know them personally. You can sponsor a black-tie dinner honoring
the year’s best real estate project that exemplifies public-private partner
ships or name several honorees for outstanding entrepreneurship in the
local community. Whatever industry you choose to honor, make sure any
proceeds over cost are donated to a local charity or civic organization,
further positioning the firm as a good corporate citizen in the eyes of the
business community.

HOW TO BE EFFECTIVE IN INTERVIEWS
Being effective in media interviews is a simple “con” job: Connect with the
audience, be convincing, and control the interview situation. It sounds easy,
but doing all this while responding to numerous questions, or under the
glare of TV lights, can intimidate even the most confident business profes
sional. The following are some tips on handling interviews.
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Before the Interview
Reporters cannot know your business or your subject as well as you do. Nor
will they always appreciate the complexity of some accounting issues, so
it’s imperative that you take the time to educate them. Few reporters will
admit to not knowing what you are talking about, so it is better if you ask
them how much they know about the issue, and take the time to offer them
some basic information before the interview commences.
Learn what you can about the reporter. Research the reporter’s recent
stories. You will have a better feeling for how they approach the story, and
they will be flattered that you took the time to learn a little about them.
Always find out what reporters want to talk about before agreeing to the
interview. If reporters are interested in a topic you are not familiar with,
refer them to someone else. Your assistance will be appreciated, and
journalists will be more apt to call you again.
Learn about the reporter’s intended audience. Is it made up of lawyers,
retail analysts, bankers? If your remarks are not structured to appeal to the
reporter’s audience, they may never make it into the final story. Determine
the length of the interview, and the length of the final product, as well as the
reporter’s deadline.

During the Interview
Once the interview is underway, the reporter’s agenda is to get a good story.
Yours is to get your message out, as accurately as possible. To accomplish
this objective, your answers should contain the key messages you want to
communicate to the reporter. Always structure your answers in an inverted
pyramid, stating the most important fact first, and then following it up with
supporting information.
Key message
Supporting detail

The idea behind the inverted pyramid is that you should spend most of your
time communicating the key message, and a relatively small amount of time
offering supporting detail—just enough, in fact, to prove the credibility of
your statement.
Reporters have only so much time to jo t down your answers, and the
first things you say are the ones that get accurately recorded. Broadcast
journalists will appreciate a concise sound bite, about 10 to 15 seconds in
length. It takes practice to get your messages across in a short amount of
time, but you will increase the chance of your quote appearing in the
newspaper story or broadcast if you follow this simple rule of thumb.
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Try to repeat only two to three key points throughout the interview. The
more you repeat these points, the greater the chance they will be picked up
by the reporter or by a television or radio audience.
If the reporter’s line of questioning does not fit with what you want to
communicate, you’ll need to use control techniques to get the interview
back on track. You can use these three control techniques to help refocus
the interview:
Bridge: Answer the reporter’s question briefly and then emphasize the
key points you want to get across.
Hook: Answer the reporter’s question in such a way that it entices him
to ask a question you want to answer.
Flag: Emphasize that the statem ent you are about to make is one the
reporter should remember.
Here are some other pointers for handling interviews:
1. A nsw er the question. If you avoid answering a tough question, a good
reporter will think you are hiding information. It’s okay to tell a reporter
you cannot address an issue for proprietary or legal reasons. If you are
asked to comment on an unfamiliar topic, refer the reporter to an expert
source. Always prepare a response for the questions you never want to
be asked.
2. You are never o ff the record. There’s no such thing as being off the
record. Everything you say to a reporter can show up in the final story. If
you don’t want to be quoted, tell the reporter your comments are “not for
attribution.” You’ll be referred to as an “informed source,” and the
reporter will call more sources to confirm your tip.
Some of the major media have policies not allowing reporters to
interview anyone anonymously. Check with the reporter to make sure
your “not for attribution” comments are just that!
3. Stay aw ay fro m jargon. Reporters do not know the acronyms or
technical terms you use every day. If your answer does not make sense to
the reporter, it will not find its way into the story.
4. Use personal terms. There is no need to preface every answer with “My
company feels__ ” Start your sentences with “I think” or “We believe” to
establish rapport with the reporter’s audience.
5. D on’t argue w ith a reporter. No m atter how annoyed you become with a
hostile line of questioning, don’t let your anger show. The resulting
outburst will be the main focus of the story, not the informative
responses you tried to communicate.
6. D on’t criticize other journalists. Journalists stick together, even if they
are competitors. Your offhand comments about a certain reporter could
result in an unexpected story about your troubles with the press.
7. Avoid the phrase “No comment. ” It sends up red flags. When those two
little words are uttered, the media think you’re hiding something. Simply
state that you cannot address the issue because of company policy or
that the m atter is confidential.
8. Watch out fo r leading questions. Rephrase negative questions to stress the
positive. If asked, “Couldn’t a better audit of your client have uncovered its

CHAPTER

14

MEDIA RELATIONS

195

investment fraud?,” don’t answer, “You can’t blame those problems on us.”
It’s more effective to say, “We acknowledge that the audit was flawed, and
the individuals involved are no longer with the company. We continue to
audit most of the country’s leading banks, and, in fact, our internal quality
control standards are being copied by other firms.”
9. M aintain eye contact. Don’t gaze at the ceiling or the floor during an
interview. This nervous habit can lead a reporter (and a TV audience) to
think you are not confident in your answers.
10. D on't lie— you'll get caught. Lee Iacocca put a quick end to a story
about Chrysler executives rolling back odometers on new cars. He
admitted the wrongdoing, vowed it wouldn’t happen again, and the
media went on to the next headline. When you get caught lying, the
story never seems to go away.
11. Offer exhibits. Offer slides or videotape examples to television report
ers, and charts and graphs to print reporters.
12. Be prepared to follow up. Get the reporter’s name and phone number in
case you want to follow up with more information.
If you’d like to review the results of your interview before the public
does, it’s okay to ask reporters to read back your quotes. They may decline
if it is against policy, but m ost national newsmagazines have fact checkers
who will call you back to verify quotes before the article is printed.
Broadcast reporters generally won’t take the time to let you see or listen to
the interview. In that case, offer to be available if they want to call you to
clarify any information. Remember, you can’t edit the story for them.
In those instances when you are misquoted, it’s important to set the record
straight. You can call or write with the correct information and hope a
clarification is printed or broadcast. Most newspapers print their clarification
in prominent places. If clarification is denied, letters to the editor are one way
to get the correct information in print. Video- and audiotaped rebuttals are the
answer for radio and TV. The key is to not get angry with the reporter.
If you do not correct misinformation, it will find a life of its own in the
ever present data banks used by most reporters researching a topic. Thus
incorrect information will continue to be reported.
Remember that, for the most part, reporters want to be fair. It’s in their
best interest to have a track record of producing accurate stories. The
unethical, sloppy, or biased reporters don’t advance in their careers. And a
bad reputation will keep them from getting the interviews they need.

MANAGING CRISIS COMMUNICATIONS
The media love a crisis. It has all the elements of a good news story:
suspense, uncertainty, and sometimes danger. Accounting firms do not
usually face such monumental crises as the Exxon Valdez oil spill or the
Tylenol poisoning crisis; nevertheless, there are right ways and wrong ways
to handle the media during a crisis.
For instance, many firms have had to deal with the media’s questions
prompted by staff reductions, office closures, or reports of client dissatis
faction. When your firm is in a crisis situation that could damage client

196

SECTION

III

MARKETING TACTICS: WHEN, WHY, AND HOW

relationships and negatively affect the firm’s public image, you must be
poised to act quickly. This means having a crisis plan already in place,
accessible, and familiar to all personnel:
1. Designate a spokesperson, preferably the managing partner, who will
handle all media calls. The crisis plan should also emphasize that all
media inquiries, without exception, should be referred to the spokesper
son.
2. Reassure all firm members that management is on top of the situation,
and, to the greatest extent possible, working to keep them informed.
That way, if reporters do contact employees, they may help convey a
positive image of the firm’s management.
3. If circumstances warrant, hold a news conference to keep the media up
to date. This helps you control the information being released. A crisis is
no time to retreat inside your office. If you refuse to talk, reporters
hungry for information will turn to former employees or competitors to
get the answers.
To sum up, successful media relations is an integral part of doing
business in America. The news media can shape the public’s opinion of you,
your business, or your profession, and it will affect the bottom line.

HIRING A PUBLIC RELATIONS FIRM
If you decide to hire a PR firm, prior experience with accounting firms, or at
least other professional service firms, is a definite advantage. To determine
whether or not a firm is qualified to serve you, use the same criteria you
would use in retaining any other professional services group: Ask to see
samples of the firm’s work, talk to current clients, learn how the company
staffs its accounts, and find out whether or not projects come in on budget.
Some PR consultants work on a retainer basis, charging a flat rate for a
variety of activities each month. The most common arrangement involves
establishing an annual budget with the agency billing by the hour against
this budget. Professional fees are separate from expenses. Some firms mark
up expenses—that’s negotiable.
Good account executives will want to become familiar with the history
and structure of your firm, along with the background and experience of
key partners and managers. They should also learn everything possible
about the services you provide and the clients you serve.
Finally, they need to know your firm’s marketing objectives and to
review past brochures, articles, and speeches. Of course, all of this
information is shared confidentially, and nearly all PR agencies adhere to
the code of ethics established by the Public Relations Society of America.

BUDGETING
PR work is very labor intensive. Whether you rely on in-house marketing
personnel or decide to retain an outside agency, you can expect a large
component of your cost to arise from personnel time.
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To capture all of the costs related to PR, you will need to include the
following:
■ Research and planning: conducting a communications audit and develop
ing a PR program.
■ Preparing personnel: media training.
■ Generating materials: press kits, press releases, backgrounders, bylined
articles and research studies.
■ Monitoring media: reviewing editorial calendars and publications to
search out opportunities for analysis and bylined articles.
■ Special events: Time and materials relating to arranging press confer
ences, special events, seminars.

CONCLUSION
While you can’t always control the final outcome of an interview or press
conference, a well-planned media relations program should be one of the
cornerstones of your marketing program. Some may argue that PR is costly,
labor intensive, and rarely yields immediate, measurable results in the form
of new business for the firm. In a way, they are right. Alone, PR rarely
causes someone, or some company, to change CPA firms.
On the other hand, it can help bring you to the attention of many
prospects who might otherwise never learn about your firm. And PR is a
powerful way to reinforce client relationships, in essence protecting the
investment you have already made to win them.
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CHAPTER

NETWORKING THROUGH
ASSOCIATIONS AND
COMMUNITY ORGANIZATIONS

Lisa A. Gamze
Marketing Director, Crowe Chizek & Company,
Oak Brook, Illinois

INTRODUCTION
Many accountants participate in local business, community, charitable and
trade organizations. They do so willingly, not only because they want to give
back to the communities that have helped them prosper, but also because
they recognize the potential these organizations have for helping them meet
new referral sources and prospects.
There are other benefits—some professional, some personal. If they
choose well, accountants can find themselves in an excellent position to
spot industry trends and emerging issues and so anticipate their clients’
service needs. By getting out and serving the community, they can enhance
their own reputation, as well as that of their firm. Finally, there is the
satisfaction of meeting new people and acquiring new skills.
So far, so good. Why is it, then, that many CPAs and marketing
professionals feel that the time, money, and resources invested in commu
nity development don’t yield what they should in the way of referrals and
new business? Although community activism is a time-honored activity, it is
rarely planned or managed with the same degree of rigor as other firm
marketing activities. For example, some accountants may be investing
considerable energy into organizations whose members simply don’t need
the types of services their firm provides. Or it may be that an accountant is
putting in long hours on behalf of a local organization, but does most of this
work behind the scenes and therefore has gained no visibility among the
organization’s members. To obtain superior results, it is necessary first to
determine what kinds of results are desired, then to ensure that the
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organizations—and the ways your firm members participate in those
organizations—are appropriate.
This chapter is divided into two parts. The first part, “Developing a
Firmwide Program,” covers how to develop, then manage, a program of
community activities that is marketing driven, and so yields specific
predetermined marketing results. The second part, “Making the Most of
Your Participation,” offers advice on how individual accountants can make
the most of their participation in professional, trade, and business organiza
tions.

DEVELOPING A FIRMWIDE PROGRAM

Establish the Firm’s Objectives and
Selection Criteria
As with all other marketing activities, it is important to begin by spelling out
what your firm wants to get out of its investment in local organization
memberships. While acquiring new clients will probably top the list, there
are other possibilities:
1. Developing new referral sources,
2. Improving name recognition within specific segments of the market
place,
3. Encouraging firm members to develop expertise in specific industries or
services, and
4. Creating opportunities for employees to improve their public speaking
and personal selling skills.
Once specific marketing objectives have been defined, it is a fairly simple
m atter to establish criteria against which all firm-sponsored memberships
can be measured. Your firm’s criteria might include some or all of the
following:
1. Specific in dustry or special interest groups. The organization in ques
tion should serve the needs of an industry group or market segment
targeted by your firm. CPA firms with a marketing plan can look to that
document to determine which industries and segments are being tar
geted. Firms without a specific plan of action can use this opportunity to
define the types of businesses or professionals they want to attract. A
firm that has decided not to focus on specific industries should neverthe
less define targeted businesses in terms of their size, geographic loca
tion, and accounting service requirements.
2. The professional standing o f the m ajority o f members. Now think about
the types of people an organization attracts. Should the organization’s
members be chief executive officers, heads of operations, controllers, or
managers of human resources? What about professional categories like
physician, attorney, or engineer? If you are unsure, think about the types
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of services your firm wants to promote. A firm selling audit and
accounting services might want to reach CEOs and CFOs, while a firm
specializing in benefits planning might be more interested in targeting
groups that represent the interests of human resources specialists. In any
case, always look for people who will have some say in choosing a new
accounting firm.
3. Convenient logistical factors. An organization’s purpose, and the types
of people it attracts, are both very important considerations. But there
are other issues to consider. It is a good idea to seek out organizations
that hold meetings in the local area, and at times that make it possible for
firm members to attend. There should be opportunities for firm repre
sentatives to meet and mingle with potential referral sources and clients,
and your people should also have the chance to speak before the
association or demonstrate their skills in some other way. Look for
organizations dedicated to communicating valuable new information of
interest to their members. Finally, make sure the cost of the association
is commensurate with its potential.

Inventory the Firm’s Current Commitments
Now take a look at the memberships for which the firm is already paying.
Which of these organizations meets the selection criteria you have just
developed?
If you believe firm members are already active in a number of organiza
tions, consider making a survey of all personnel, asking them to report on
their memberships in local organizations. A sample questionnaire appears
in Exhibit 15.1. This is a relatively painless way to assess the firm’s current
situation, and some firms even enter their findings into a computerized
database, a procedure that enables them to make comparisons and to
quickly produce management reports.
EXHIBIT 15.1

Community A ssociations: Membership Q uestionnaire
Instructions to the user: Please fill out one of these questionnaires for each
organization you belong to.
Your nam e:_____________________ D ate:____________________________
Name of association:______________________________________________
Member since:____________________________________________________
This is a (check one):
____ Professional association (not CPA-related)
____ Charitable group
____ Business group (nonindustry-specific)

____Industry or trade association
____ Other (please describe):_______________________________________
If a business or trade association, describe key industries:______________
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Number of members in local chapter:________________________________
Professional capacity and “rank” of majority of members (e.g., partners in
law firms, physicians, CEOs, CFOs, staff-level positions, etc.):___________

How do you participate?
____ Member only
____ Committee member (nam e):___________________________________
____ Officer (title):________________________________________________
____ Board member
Please list any significant accomplishments, recognition or rewards you
have achieved as a result of your membership in this organization:_______

List any clients obtained through this organization:____________________

List referral sources and contacts developed through this organization:___

If no clients or referral sources have been developed to date, what is your
overall assessment of the value of this organization to our firm ?_________
Did you or any of your colleagues have any opportunities to speak to the
membership, or to write for the organization’s new sletter?:_____________
Annual dues, if any:_______________________________________________
Average cost per meeting, including meals, parking, etc. (estim ate):______
Other costs, such as expected donations or contributions (estim ate):____
Average number of meetings in the year (estim ate):____________________
Average number of meetings you attended (estim ate):_________________

Obviously, gathering this amount of data from partners and managers
will take time. To gain their cooperation, they must understand the value of
providing this information and the importance of systematizing the firm’s
approach to community involvement. If partners are just too busy, ask
managers or secretaries to fill in as much of the information as possible
first, and then ask the partners to fill in the remaining items of information.
Also, you may wish to state that information about private, church, or social
organization membership isn’t required unless the professional feels these
connections have been productive from a business development point of
view.
Once the results have been tabulated, you can review the list of
memberships to determine which organizations meet the firm’s newly
defined criteria. After that, you can make decisions about which member
ships the firm will continue to fund. Finally, you can determine whether or
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not the firm’s current involvements are those needed to achieve its
marketing objectives. In other words, you can determine whether or not
existing memberships encompass all of the organizations that offer signifi
cant business development potential for your firm.

Target New Organizations
If the survey has led you to discover that the firm is not adequately
represented in key business, trade, and charitable organizations, you know
what to do. You will have to work on increasing firm coverage in these
organizations (we discuss this in greater detail later).
There are instances, however, when a firm does not know which
organizations would be best to be involved in. Even in a medium-sized
city, there are dozens, sometimes hundreds of business, charitable, and
community organizations. How do you find the groups that are right for
your firm?
Many chambers of commerce and business development associations
maintain comprehensive lists—usually with brief descriptions—of local
organizations. If no such list is available, you will have to develop one of
your own. Begin by talking to clients, industry experts, business journalists,
and representatives at the chamber of commerce. Use Exhibit 15.2 to
collect information about new organizations. Note: This form is a modified
version of the “Community Associations: Membership Questionnaire”
shown in Exhibit 15.1.
EXHIBIT 15.2

Sample Form for A ssessing New Organizations
D ate:_________________________________________________________
Name of association:___________________________________________
A ddress:______________________________________________________
City, State, Zip:________________________________________________
Phone/Fax:___________________________________________________
Name(s) of Executive Director/President:_________________________
Name of Membership Coordinator:_______________________________
Founded in :___________________________________________________
This is a (check one):
____ Professional association (not CPA-related)
____ Charitable group
____ Business group (nonindustry-specific)
____ Industry or trade association
____ Other (please describe):__________________________________
If a business or trade association, describe key industries:___________
Number of members in local chapter:_____________________________
Professional capacity and “rank” of majority of members (e.g., partners
in law firms, physicians, CEOs, CFOs, staff-level positions, etc.):_____
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How can one of our firm members participate?
____ Member only
____ Committee member
____ Officer
____ Board member
Requirements for admission, if any:______________________________
Annual dues, if any:____________________________________________
Average cost per meeting, including meals, parking, etc. (estim ate):__
Other costs, such as expected donations or contributions (estimate): _
Average number of meetings in the year (estim ate):________________

The person in charge of assembling this data must be familiar with the
firm’s marketing objectives and selection criteria, so he or she can
prescreen groups and target only those likely to be of value to the firm.
When your study is complete, you should have a list of between 10 and
20 as yet untapped organizations that meet most—if not all—of the firm’s
selection criteria. Once the list has been prioritized, your next project is to
locate someone within the firm who would be interested in joining the
organization in question.

Matching Firm Members With
Targeted Organizations
To be successful, your firm’s representative should have a genuine interest
in the objectives of the targeted organization. It’s hard for someone to make
a good impression if they don’t really care about a group’s purpose or have
little in common with other members. Age and professional status should also
be taken into consideration. Finally, your delegate must be prepared to do
a good job of representing the firm. He or she must be knowledgeable about
the firm’s services, the types of clients it serves—and wants to serve—as
well as its industry specializations and the name of key experts in the firm.

Developing a Budget
When it comes to membership costs, many partners wonder how much
their firm should subsidize, and what they should ask staff and fellow
partners to pay for. Three obvious approaches are:
1. Subsidize the time and costs,
2. Provide the time and have the firm member pay certain expenses,
3. Ask the firm member to attend certain meetings on his or her own time,
but pick up all out-of-pocket costs.
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The most likely scenario is that your budget will include a combination of
all three approaches.
But, whatever approach you choose, it is always a good idea to put the
firm’s policy into writing, if possible, and circulate it. During the develop
mental stage however, the approaches will have to be on a discretionary
basis.
When it is time to put together the annual budget, several cost
categories should be considered, such as annual dues, meeting registration
fees, and the cost of meals and parking. If the organization asks its members
to underwrite special events, include an estimate of the firm’s expected
contribution.
Now take a look at the bottom line. If firm members participate with
enthusiasm, chances are good you will go over budget by the end of the
year. That is good news, as it is important to keep in mind that these types of
activities are investments—don’t lose sight of that. Generally speaking, the
more activity the greater the return.

Review and Authorization
The firm’s personal and financial commitment to association development
should be reviewed once a year. Here’s where it is so valuable to have made
a statement, early on, about the firm’s objectives. What kinds of results,
both objective and subjective, did you expect in return for your investment?
As suggested earlier in the chapter, it may be that you will be looking for
new clients, new referral sources, along with skill building among firm
members who participated.
When you sit down to make the evaluation, try to involve key partners,
the professionals who are members, and your in-house marketing profes
sional. Each will bring a unique insight into the value of the organizations in
question. Remember to measure all outcomes, not ju st new business for the
firm.

MAKING THE MOST OF YOUR PARTICIPATION
Now let’s look at how individual firm members can make the most of their
participation in local organizations.

What to Do Before an Event
If you are like most people, you will probably base your decision to attend a
meeting on whether or not you have the time. This is obviously an important
consideration, but don’t stop there. Answer these questions as well:
“Who is going to be there? Will the CEO of XXX Corp., which has been
targeted by our firm, be there? What about the three other contacts I
have been cultivating?”
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“Will the format of this meeting allow me time to get around and talk
with these people?”
“Does the event feature a speaker or a topic I would like to learn more
about?”
Obviously, the more of these questions you can answer in the affirma
tive, the more important it will be for you to attend. The easiest way to find
out who is going to be at the meeting is to ask for a copy of the event’s
registration list about two days before the event. If you are a member, the
organization’s secretary or events coordinator will probably be pleased to
help you. As for the meeting’s format and lecture topic, the flier announcing
the event should provide the answer.
Of course, if you wait until two days before the event to make up your
mind, you won’t be able to preregister. While this may mean having to pay
more at the door, remember that this process enables you to pick and
choose the events you attend. The extra dollars spent will be worth it if you
only attend events with significant promise.
Once you have made the decision to attend, do some planning
and research. Review the registration list again and highlight the names
of clients, prospects, and referral sources you w ant to speak with.
When you plan to meet someone new, gather as much information
as possible about him or h er and the respective com pany. Talk
with colleagues, bankers, attorneys, and industry experts, or access Dun
& Bradstreet’s financial database. Whatever the method, you should
know something about each of the people and their company on your
list so you can talk intelligently with them, should the opportunity
arise.
It will be hard to remember everything you have just learned, so make
brief notes on the registration list and take it with you to the meeting.
Never walk into a meeting with a sheaf of papers you have to rifle through as
you introduce yourself to new prospects. You will undermine your own
efforts to make them feel you have a genuine interest in them and their
business.
This next point has already been made, but it bears repeating: Know
your product. If you are a junior staff member, or have only recently joined
the firm, read the firm’s brochures and related literature, including the
last year’s worth of newsletters. Request a printout showing the firm’s
100 largest clients, and note their industries, as well as the services used.
If you have to, com er a senior partner or the firm’s marketing profes
sional and ask about the firm’s special services and key marketing advan
tages.

What to Do at the Event
After all this discussion about marketing, it may surprise you to hear that
the first order of business is to learn. If you want to do a good job of serving
your clients, you must have the knowledge required to solve their problems.
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Make full use of your membership by taking advantage of the organization’s
educational resources.
The next order of business is to meet new people. If you are hesitant to
introduce yourself to a stranger, try this: Imagine you are seated on an
airplane—how do you get the ball rolling with the person sitting next to
you? As you approach someone new, don’t think of yourself as a salesper
son. Instead, remember that you are a concerned and knowledgeable
representative of your firm.
By the way, there is nothing wrong with talking to existing clients.
In fact, you should make a point of it. Your conversation may uncover
some new issues or needs the engagement partner would like to know
about. If this is the case, be sure to report back to that partner as soon as
possible.
If a client or prospect does reveal some business concerns to you, you
must be prepared to draw them out—politely—to learn all you can. When
appropriate, find ways to suggest how your firm can be of assistance. Try
not to think of this as selling. Exhibit 15.3 presents a case study for this
scenario.
EXHIBIT 15.3

Case Study
The regional accounting firm of XYZ specializes in serving automobile
dealerships and automotive associations. The firm’s in-house marketing
professional, Ms. Jones, frequently attends her city’s automotive associa
tion meetings. At one of these seminars, she overheard a dealer discussing
the recession and the resulting decline in his sales volume. He added that a
new dealer—who would be selling the same lines of automobiles—was
getting ready to open a store not far from his own.
Ms. Jones, listening to this discussion, asked the dealer if he and
his colleagues had thought of conducting a market study to assess what
the negative impact on local dealers carrying the same make of car
would be. She added that her accounting firm could undertake this kind of
study.
The dealer had not been aware of the accounting firm’s expertise in this
area. He agreed to hear the firm’s proposal and later arranged for the study
to be made. He was very pleased with the results, and since that time the
industry’s awareness of the firm—and its services in this area—has in
creased.

Never sit with a fellow firm member, unless you are helping them learn
the ropes. By working separately, you will be able to meet more people,
identify more concerns, and create more opportunities to develop new
work for the firm later on. Always remember your business cards, and try to
collect them from everyone you speak with.
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What to Do After an Event
Poor follow-up is the number one reason why people don’t get more out of
their involvement in community organizations. If you are less than satisfied
with your results, read the following paragraphs closely.
1. Classify your contacts. While the event is still fresh in your memory,
sit down with the business cards you collected and code them. Classify each
contact as a prospect (code “P”), a client (code “C”), or a referral source
(code “R”).
Next, on each card, make a note of the event you just attended, along
with the date. Also make a note of the individual’s industry or primary
focus. When you add these names to the firm’s marketing database you will
be able to code them for receipt of pertinent newsletters and special
announcements.
On the back of each card, make a brief note of your conversation. If
there is any follow-up required, make a note of this as well. If the individual
is a client, let the engagement partner know that you spoke with him or her,
and relay any special information or items of concern you may have
uncovered. If you did not collect a business card from someone, put these
notes down on a piece of paper.
2. B uild a personal file system. Create a separate file folder for each
significant contact. As time passes, add in any notes or news clippings that
are pertinent. If, later on, you have the opportunity to meet with this contact
again, or to issue a proposal, you will have a small library of useful
background information at your fingertips. Exhibit 15.4 presents a case
study of how useful a personal file can be.
EXHIBIT 15.4

Case Study
While making plans to attend a local banking seminar, Ms. Jones saw that the
president of a local area bank had preregistered. Since her firm serves banks,
Ms. Jones had been building a personal file on the banker for several years.
One article about the president mentioned that he acted in local community
theater. At the seminar she sat next to him at lunch, and asked him if he still
acted. The banker couldn’t believe Ms. Jones knew that about him: The article
had been written almost two years before. He said, “I will meet with anyone
who keeps up with me to that extent.” Although the banker was satisfied with
his current accounting firm, he did agree to meet with Ms. Jones and learn
more about her firm. Only time will tell whether Ms. Jones’s firm will be asked
to work for the bank. In the meantime, the banker continues to receive
correspondence regarding issues affecting the banking industry, and there is
little chance he will forget the name of Ms. Jones’s firm.

3. Follow up w ith each significant contact. Within several days of the
meeting, mail any requested information, including brochures or articles of
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interest. Include your business card and, if you have time, a brief letter—
even a handwritten note. If the action item was to set up an appointment,
make that telephone call promptly.
Suppose there was no specific request from the contact? Will Rogers
once said, “Even if you’re on the right track, if you ju st sit there, you’ll get
run over.” The point is that if you have made an initial contact with a
prospect, you can’t stop there: While you bask in the glory of your new
relationship, a more aggressive competitor will pass you by—or more
appropriately, run you over.
Mail information you think might be of interest to the contact. Attach
your business card and a short note letting him or her know you thought the
material would be of interest.
If you can’t find an article that is relevant, write a letter and say you
enjoyed meeting the contact. Consider reviewing the issues you discussed
at the meeting, and indicate how your firm could be of help. Sometimes a
telephone call is more appropriate. Much depends on the rapport you have
established with the contact.
Here’s an alternative: At the next meeting, take an article along with
you. If the prospect isn’t there, send the article with a note saying you were
sorry you missed the opportunity to speak with him or her.
After you have exercised one of these options, you still can’t drop the
ball. Now you want some feedback on the materials, or letter, that you sent.
Wait until the next meeting, call the prospect up again, or send out another
note.
Whatever option you choose, the prospect should come away feeling
your firm delivers excellent service, if your interest and ability to follow
through is anything to measure it by.

CONCLUSION
Just like every other aspect of marketing, getting results out of association
development takes a managed approach that begins with setting precise
objectives. It also takes time. Your people need time to get acquainted with
the organizations they have joined and to establish themselves as reliable,
trustworthy professionals. Finally, the firm should allow at least one year to
go by before assessing the value of an organization.
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NEWSLETTERS

M elodie Bowsher
Marketing Director, Hemming Morse, Inc., CPAs,
San Mateo, California

INTRODUCTION
If you’re like most people, you receive one or two newsletters every
day—from civic organizations, trade and professional associations, your
employer, and every type of business including banks, brokerage houses,
and the boutique down the street.
Many of these publications get dumped in the wastebasket unread.
Why? Because people today are drowning in information. They simply lack
the time to read everything that crosses their desks or arrives in their
mailboxes.
Yet newsletters can be one of the most useful marketing tools a CPA can
employ. They provide a means to establish an accountant’s credentials or
reinforce his or her credibility as an authority with specialized knowledge.
Newsletters are also an economical and effective method of strengthening
the CPA-client relationship, eliciting extra business from existing clients,
and introducing the firm to prospective ones.
But all of these benefits occur only if a publication is well written and
well read. Each publication only gets a few seconds to prove its worth to the
reader before he or she decides to read it or discard it.
The ideal newsletter is crisp in style, simple in format, and carries
specialized and accurate “insider” information. Instead of repeating news
printed in daily newspapers, its articles explore information not covered by
the general press, clarify and interpret news already reported, and provide
judicious advice. Most importantly, they convey information readers be
lieve to be critical to their personal and financial well-being.
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By now you should be convinced that newsletters can play an active
role in your business development strategies. Here is how you can create a
powerful newsletter, or just improve on an existing one.

STEP 1: DEFINE YOUR GOALS AND OBJECTIVES
Most CPA newsletters are geared toward the interest of the firm’s individual
tax and business clients. They usually contain articles covering tax and
accounting issues and general business information. Important clients are
often profiled and firm developments featured, such as a new partner or
service. These general newsletters are an excellent way to cross-sell
services.
A sizable number of CPA firms also publish newsletters targeted to
clients and prospects in a particular industry such as health care, real
estate, or hospitality. Less frequently a publication may be directed toward
a particular niche like mergers and acquisitions, estate planning, or bank
ruptcy.
To begin the goal-setting process, ask yourself what results you expect
to get from the publication. Write a short description or mission statement
for the newsletter, and then follow through with a list of objectives. Here are
some examples:
Sample mission statement:
The XYZ newsletter will communicate financial and business information to
clients and prospects that will stimulate interest in ourfirm and its services.
or
The XYZ newsletter will communicate relevant accounting, business, and
legal information to clients and prospects of thefir m ’s litigation practice that
will stimulate awareness of, and interest in, ourfir m ’s capabilities in this
area.
Sample objectives:
■ Keep the firm’s name before clients,
■ Acquaint readers with the company’s services and facilitate cross-selling,
■ Motivate readers to hire the firm,
■ Present the firm’s employees in a positive light,
■ Publicize important due dates,
■ Keep readers informed of recent developments affecting them, and
■ Address specific problems of reader concern.
Do not overload the newsletter with too many objectives—three to five
is sufficient. And be realistic about marketing outcomes: Rare indeed is the
newsletter that can bring in new clients all by itself. At best, you will
stimulate interest in the ideas you are presenting and motivate readers to
call your firm for more information. It will be up to your firm’s receptionist
and professional staff respectively to direct that call and convert it into a
business opportunity for the firm.
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As is true for most marketing efforts, the support of the firm’s manage
ment is vital. Without the backing of the majority of partners, a new
newsletter project will not easily succeed. Obviously, the managing partner
or local office partner-in-charge should be consulted throughout the plan
ning process.

STEP 2: IDENTIFY YOUR AUDIENCE
You may scoff at this step as too easy. Clients and prospects, of course, are
the intended readers. But only by taking a closer look at those clients can
you know what topics interest them.
Is the newsletter to be mailed to lawyers or cement manufacturers,
entrepreneurs or CFOs, small business owners or corporate tycoons? Create
a brief profile of your typical client or prospect and describe his or her
interests and problems. If client records are computerized, you can classify
targeted readers by the size of their business and by SIC code. Perhaps you
will find that the bulk of your client base is made up of manufacturers,
retailers, construction contractors, and auto dealerships. In that case, an
article about IRS audits of not-for-profit organizations may not be of much
use, while a story about independent contractors could be very timely.
With specialty publications, it is doubly important to understand who
your readers are and what they want to know. Nothing is worse than
discussing a topic that was hot six months ago, or one that has little
relevance to the individuals targeted by the newsletter. A group of industry
advisers (clients, naturally) can help you identify current topics and
emerging trends in their field.

STEP 3: DECIDE WHETHER TO PRODUCE
OR PURCHASE
While the majority of this chapter addresses how to produce your own
newsletter, buying a commercial newsletter that is researched, written, and
published by outside vendors is an alternative approach, especially for a
CPA firm with limited personnel resources. These publications are usually
custom imprinted with your firm’s logo or artwork so they appear to be
produced in-house. You can typically buy the exclusive rights to the
newsletter for a particular geographic territory for a set number of issues.
This is an important consideration, as you would not want your clients to
receive the identical publication from a rival firm!
To ensure that the newsletter reflects your firm’s personality, you may
want to consider making further modifications. For example, you could
enclose a laser-printed supplement, or purchase the right to reprint the
articles in your firm’s existing newsletter format.
Clearly, the advantage of utilizing a newsletter service is that the time
required to plan, write, and produce the firm’s newsletter can be kept to a
minimum. On the other hand, your firm will have probably little or no
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control over the editorial content of the publication, and you may find the
newsletter does not adequately address the unique needs and interests of
your target audience. Therefore, the decision to utilize a newsletter service
should be accompanied by careful research to determine how the publica
tion’s editorial content is planned, researched, and written. In this way, you
will be able to determine which service provides articles that will be of
greatest interest to your firm’s clients.
While each newsletter service is unique, the following observations
apply to most, if not all, of them:
■ Most services provide a newsletter that is geared to the personal and
business interests of a firm’s tax, accounting, and audit clients. Many also
offer a wide array of industry- and service-specific publications.
■ The basic tax/business newsletter is usually four pages long, printed in
two colors, is issued on a quarterly basis, and allows for the CPA firm’s
name, logo, address, and phone number on the front page. Some newslet
ters are eight pages long, and some are printed every other month. Several
services allow for additional customization, including choice of colors
and the insertion of news articles and photos.
■ Almost all services offer regional exclusivity for the duration of the
subscription period. If you live in a large metropolitan area, find out if any
CPA firms have territory adjacent to yours.
■ The fee usually includes a onetime set-up or licensing fee, a per copy
charge based on the number of newsletters ordered, and a nominal
shipping fee. Additional customization may entail extra charges.
■ The costs quoted to you do not include labeling, postage, and handling, so
be sure to calculate those charges on your own.
■ Many services offer the option of selling you their articles on disk, ready
to dump into your own in-house newsletter format.
■ Prices vary considerably, but you should expect to pay between $600 and
$3,000 per issue for 2,000 copies (postage and handling not included).
If you want to compare the costs of publishing an in-house newsletter with
that of utilizing a newsletter service, Figure 16.1 may be of some use. Note,
however, that only you can assess the relative quality and usefulness of the
articles written and the quality of production methods and materials used.

STEP 4: DEVELOP A PLAN AND A BUDGET
Each planning decision you make influences the final cost of the newsletter
and is extremely easy to underestimate. When you sit down to develop a plan
and associated cost estimates, consider the following factors and issues.

Quality, or Image
What kind of image do you want to project and what level of quality do you
want to achieve? A newsletter can be classic and conservative, friendly and
down to earth, or sophisticated and high tech.
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C ost Comparison Work Sheet: In-House N ew sletter Versus
N ew sletter Service
In-House

Service

Editorial:
Planning
Research and interviews
Writing
Editing
(use billable rate for those involved)
Production:
Layout
Typesetting
Proofreading
Revisions
Photos and illustrations
Printing:
Volume
Color charges
Special handling
Postage/handling:
Mailing list management
Printing the list
Labels
Labor to apply labels and postage
Cost of postage
Totals

Your choices concerning image and quality influence every other
decision made about the newsletter, from choosing a name and picking a
paper stock to setting the tone of the articles. And, of course, the more
sophisticated and high quality the image, the higher the cost.
When you reach this planning crossroads, revisit the newsletter’s
marketing goals and target audience. Remember your readers’ tastes and
preferences, and think about what you want them to do, or think, as a result
of reading your newsletter. This will help you make the right choices. If you
aren’t certain about the kind of image you want to convey, look at other
newsletters and think about the image they project.

Length and Frequency
A newsletter is, by definition, brief. Most are four pages long, but can range
comfortably from two to eight pages. As a rule, the fewer the pages, the
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more often you can publish. For instance, a two-page newsletter may go out
monthly, while an eight-pager might be mailed as little as twice a year. Many
accounting firms publish quarterly.
Even publishing four times a year requires a lot of effort. Before
committing to a more frequent schedule, make sure you can handle the
work load and the pressure that accompanies quick turnaround. Be careful
about mailing too often. A weekly mailing might put your firm’s newsletter
into the pest or junk mail category, especially if it is designed to promote
services.

Page Size
The standard page size for newsletters is 8½ X 11 inches. This is a
convenient size because it fits into standard business envelopes, files, and
folders. Legal, tabloid, and smaller sizes can be used, but you should have
good reasons for exercising one of these options, as they may entail higher
production and mailing costs.

Scheduling
Building a workable schedule and adhering to that schedule is crucial if you
want to get your newsletter out on time. To build a timetable, begin
by deciding when you want clients to receive each issue. Now work
backward, allocating time to the mailing process, production, finalizing
rough drafts, and making initial assignments. If you want the timetable to
be accurate, solicit input from everyone who will play a role in producing
it, from writers, printers, and designers to your in-house committee
of reviewers. Of course, delays are the norm, but your readers will come to
expect the newsletter at a certain time, so make sure everyone who
produces the newsletter understands how important it is to adhere to the
timetable.

Quantity
If you need 3,000 newsletters for your mailing list, consider ordering an
additional 200 to stock the reception area and to have available as handouts
for seminars and partners’ speeches. If a client was featured in an issue,
order extra copies for the client.

Distribution
Who will you send these newsletters to, and how will they get there? Clients
and key prospects are an obvious choice. But don’t forget referral sources,
past and present, along with firm alumni, selected journalists, and executive
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directors of key business groups. To keep them informed, every member of
your staff should also receive a copy.
If you have enough clerical staff and can build the longer delivery time
(two to three weeks) into your schedule, why not take advantage of the
savings by mailing bulk? Some direct mail experts feel that bulk mail is
often discarded unopened, but you have the advantage of mailing to
individuals who are already familiar with the firm, and probably welcome
any correspondence from it.

A Tip on Mailing Lists
Keeping any mailing list current is not an easy task. Mailing houses update
their lists six or more times a year because people move and change jobs so
often. Your list will be outdated in no time unless you have “Address
Correction Requested” printed on the envelope or under the mailing label
so the U.S. Postal Service will return those that were undeliverable.

Project Management
Even though many people in your firm may contribute to the newsletter’s
success, it is important to assign one person the responsibility of producing
the newsletter. Ideally, choose your marketing director or one of his or her
staff. You may also want to consider forming a newsletter advisory
committee. This group can be helpful in suggesting topics and sources as
well as providing the essential review of all articles for technical accuracy.
Limit the number of committee members to three, four, or five, or you may
find the review and approval process too cumbersome.

Writing and Editing
Some editors believe it’s best to do as much as possible within the firm,
asking partners and other CPAs to write byline articles, having the clerical
staff handle distribution, and even producing the newsletter through
desktop publishing software packages. If you can persuade the firm’s
professionals to write newsletter articles, you have created a way for clients
to become better acquainted with those individuals and their special
expertise. But many partners and managers are ju st too busy. And it may not
be cost effective to ask a high-priced professional to sacrifice billable time
in order to prepare an article.
The most obvious alternative is to hire a professional w riter to plan and
produce the articles for each issue. Other options include subscribing to a
newsletter service and utilizing only selected articles, hiring a professional
writer to interview the designated firm expert on a subject and ghostwrite
an article, and establishing a feature exchange with other similar account
ing firms outside your region.
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Tips for the Editor
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.

12.

13.
14.
15.
16.
17.
18.
19.

Read, proof, then reread and reproof your drafts for errors.
Always have someone new proofread the final version.
Verify numbers, dates, names, titles, prices, totals, and addresses.
Double-check captions, alignments, page numbers, headlines, and
subheads.
Use a table of contents if the newsletter has more than four pages.
Establish regular columns or sections.
Be crisp and to the point.
Avoid a jumbled, crowded look.
Strive to write a lead that grabs the reader.
Cut out cliches or try to twist them in some original way to give
them new meaning or sparkle.
Avoid racial and sexual bias in writing. Use business executive or
owner instead of businessman, staffed instead of manned, and
never be coy as in “the attractive Ms. Wilson.”
Instead of label headlines, try to use a verb that comments on the
story or teases the reader. Think of the headline as a sentence
without a period.
When in doubt, keep it simple.
Always use some type of grid system to lay out the newsletter.
Design each page to follow the path of the eye on a page.
Underlining words or phrases acts as a brake to the eye. Use
boldface instead.
Use captions under photos, and if appropriate, under illustrations.
Don’t use all caps in headlines.
Don’t be rigid. There’s an exception to every rule.

Design and Production
When it comes to design and production work, there is the question of
whether or not an in-house team can produce the desired level of qualify. And
at first glance, purchasing a desktop publishing system may seem like a
money-saving proposition. But producing elegant, technically correct, and
visually appealing camera-ready pages takes more than knowing how to
operate a software package. Are you prepared to invest in hiring a staff
member who has the appropriate graphic arts skills? And what will this
individual do when he or she is not working on the newsletter? Using outside
professionals may actually save money in the long run, and will almost always
ensure a higher level of accuracy and quality in the finished product.
How do you find and qualify writers and graphic artists? Ask for
references from your peers, associates, and the local chamber of com
merce. Interview the top candidates and review their portfolios. Explain
your requirements and try to get a feel for their working style. Some
designers are extremely gifted but may not serve you in the way you like.
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What some people say about artistic temperament may be true, but there
are just as many other professionals who are a pleasure to work with. Shop
around! The designer you hire will be an integral part of your team, so take
the time to find out whether or not he or she can be a team player.

Use of Color
Colored inks can help make your newsletter more visually appealing, but
they can also make it more costly. Using one color in addition to the
standard black ink for text can greatly enhance the newsletter’s appear
ance, without too much added cost. A second color (after black and one
color) increases your total cost by approximately 15 percent.

Printing Method
As suggested earlier, a high-quality publication depends on commercial
offset printing because it delivers sharp clear text, along with vivid color
and crisp photographs. Quick printers and photocopiers save time and
money, but won’t deliver the same quality.
To find a printer, again, ask for recommendations. Graphic designers
are an excellent resource because they can recommend printers they have
employed in the past. Specify every printing job in writing and accompany
specifications with a dummy or sample. To be sure you are getting a fair
quote, get bids from at least three printers. To estimate costs, the printer
needs to have a great deal of information: the more precise you can be in
describing the project, the easier it will be for the printer to provide you
with an accurate cost estimate. For more detailed information on preparing
a request for quotation (RFQ), see Chapter 11. (For the terms frequently
employed by printers and graphic artists, refer to Chapter 11, “Brochures.”)
Once the newsletter is in production, always ask to see a blueline (press
proof) before your newsletter goes to press, especially if you are imple
menting complex graphic techniques. (Try to minimize the need for any
corrections at this stage; it’s expensive.)
Ask for the cost per issue and per year and about payment terms. Your
graphic artist can also get this information for you. Just remember, if the
graphic artist manages the printing process for you, and handles the press
check, you can expect an agency markup on the printing charge (the
markup is usually 15 percent). The advantages of this approach are that the
designer is experienced in supervising the printing process and will be
responsible for the press check. You can even negotiate for the designer to
assume responsibility for any problems that arise—just make sure you
make this agreement in writing first.
In this section, w e’ve reviewed all of the planning decisions that can
have a significant impact on the cost of producing your newsletter. The
issues covered included the image you will try to project, publication length
and frequency, page size, scheduling, quantity, distribution, staffing, use of
color, and printing method. But there are other planning issues to consider
that we discuss next. Although of equal importance, they are treated
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separately because they have little—or no—impact on the ultimate cost of
your newsletter.

STEP 5: SELECT THE NAME
You are going to live with the name of your newsletter for a long, long time,
so try not to rush the decision-making process. Hold some brainstorming
sessions with your in-house committee, look at the names other accounting
firms are using, pick adjectives that describe your company, and thumb
through a thesaurus. You can also ask other people in the firm for ideas; try
holding a “Name the Newsletter” contest.
Your newsletter’s name should be creative but not too cute. It also must
be distinctive and easy to pronounce. Choose a name that helps to position
the newsletter. Here are some examples:
Tax Outlook
Management Focus
The Resource
Tax Roundup
Footnotes
Perspective
Alert
Tax and Financial Ledger
Scoreboard
Accounting Alert
Newsline
Matters o f Fact
M onitor
Once you have chosen a name, work on a descriptive phrase that helps
identify the newsletter’s purpose. For example, a newsletter entitled
L itigation Update could be followed by the phrase Forensic Accounting
Newsletter.

STEP 6: DETERMINE THE DESIGN AND
EDITORIAL CONTENT
Planning the newsletter’s design and editorial content is an exciting process
because every element of the final product says something about the
personality of your firm and what it stands for.

Nameplate
The nameplate is the most visible and permanent design element of the
newsletter. The designer needs to know whether you want color before
producing preliminary sketches. Choose the three you like the most and ask
the designer to produce final designs. The managing partner and in-house
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review committee should be asked for input, and it may be worthwhile to
solicit opinions from future readers too.

Page Layout
The next step is page layout. Create a format that can be used in issue after
issue, with minor modifications allowed for different story lengths and
photos and illustrations. You may want to establish sections or regular
columns and set benchmarks for how long each type of article should be.
Other layout features include standing heads, a table of contents, and the
firm’s logo, which should be displayed prominently on the first page. Also,
each issue should include a masthead, which is the box that delineates the
firm’s name, address, fax and phone numbers, plus the name of the editor
and others responsible for writing and producing the newsletter.

Style Guide
Establish policies for how industry jargon is to be handled, and set rules
concerning spelling, punctuation, using numbers, and grammar. Always use
the correct form for titles, departments, other companies, and products. Be
consistent.

Content
When it comes to story ideas, you want to promote your company, but not
too enthusiastically. Your clients want to be associated with a top-notch
firm, so it’s okay to toot your own horn sometimes. But do exercise some
restraint. The following are some ideas on what to publish:
■ Choose articles and stories that serve your readers: Inform them of new
trends and pending legislation and suggest appropriate planning strate
gies. This is an excellent medium for showcasing a particular partner’s
technical expertise, so try to have him or her write the article.
■ Remind clients of imminent deadlines. For instance, if your newsletter is
published quarterly, include a tax calendar covering the following fourmonth period.
■ Feature clients, and suggest how your firm has contributed to their
success with proper planning and accounting support.
■ A short (one-paragraph) feature that conveys the message, “Business is
great and we’re looking for more” could yield some results by way of
referrals from your clients.
■ Stories relating to members of the firm should be restricted to highlighting
an individual’s professional accomplishments or the addition of new
personnel. Other topics might include speaker availability and recent CPE

attendance. Be sure to communicate how these activities benefit the
reader, whether directly or indirectly.
■ Include a disclaimer that says the information presented is for informa
tion purposes only, and clients should consult a professional before
taking action.

222

SECTION

III

MARKETING TACTICS: WHEN, WHY, AND HOW

Finally, be cautious about presenting a point of view. Newspapers want to
stir up controversy: You are trying to inform readers and acquire new clients,
not alienate them. If you are worried about having enough story ideas, set up
a file and monitor the media year round. National and international stories can
be localized. A firm member’s speech or article for an outside publication can
be reprinted (always make the appropriate attribution).

STEP 7: GET READER FEEDBACK
Once you get the newsletter under way, you will probably want to know
whether or not anyone is reading it. If they are, what do they think? And is
the newsletter actually achieving the objectives you set out for it?
A readership survey is one way of getting feedback and making sure the
newsletter is meeting its goals. Here are several approaches you might want
to consider:
■ Send out a full-page questionnaire (no more than one page) and enclose a
prepaid business reply envelope.
■ Enclose a simple self-mailer, postcard size, in the next issue of the
newsletter. See Exhibit 16.1 for a sample.
■ Use both multiple-choice and open-ended questions and leave room for
comments and suggestions for future issues.
EXHIBIT 16.1

Sample Self-M ailer

YOUR CPA FIRM NAME
In order to create a better newsletter, we kindly ask you to take a
m om ent to answer a fe w questions regarding the (Firm/Newsletter
nam e). Your feedback is im portant to us, and we thank you fo r your
assistance.
Do you find the (newsletter) interesting to read? Y es___ N o ____
Do you find the (newsletter) informative or useful? Yes___N o ____
Do you find the (newsletter) design easy to read? Yes___ N o _____
Which aspects of the (newsletter) do you like the m ost?________
Which aspects of the (newsletter) do you like the least?________
How often would you like to receive the (newsletter)?
Q uarterly____ Bimonthly____ Take me off the lis t____
Additional com m ents:______________________________________
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Another technique is to bring together a focus panel made up of current
and intended readers, and ask them what they think of the newsletter.
Focus group research is a tried and true marketing research technique and
can be valuable; however, it is expensive and best conducted by experts.

CONCLUSION
Newsletters should never be static. A good editor is always tinkering,
changing, and improving the publication to keep it fresh and in touch with
its readers. Remember to validate your innovations by testing them through
reader feedback.
A final caution: Don’t let management view the newsletter as the whole
marketing effort. Even a well-written and award-winning newsletter is but
one component in a coordinated marketing effort. No one reads a newslet
ter and shouts, “Eureka! Let’s hire that firm!” At the very best, a newsletter
can inspire a reader to obtain more information by contacting your firm.

Here is a list of further reading recommended by the author:
Mark Beach, E diting Your Newsletter, 3rd ed., (Portland, OR: Coast to
Coast Books, 1988).
Mark Beach, Steve Shepro, and Ken Russon, Getting It Printed (Portland,
OR: Coast to Coast Books, 1986).
Norm Goldstein, ed., The Associated Press Stylebook and Libel Manual, 3rd
ed. (New York: Addison-Wesley, 1992).
Howard Penn Hudson, Publishing Newsletters, rev. ed., (New York: Scrib
ner’s, 1988).
Ken Metzler, Creative Interviewing, 2nd ed., (Englewood Cliffs, NJ: Pren
tice Hall, 1989).
Patricia A. Williams, Creating and Producing the Perfect Newsletter,
(Glenview, IL: Scott, Foresman, 1990).
The following periodicals are also recommended:
C om m unication Concepts, P.O. Box 1608, Springfield, VA 08012.
Editor's Workshop, Lawrence Ragan Communications Inc., 212 Superior
Street, Suite 200, Chicago, IL 60610.
Publish, Communications, Inc., 501 Second Street, San Francisco, CA
94107.

CHAPTER

PUBLIC SERVICE AS A
MARKETING TOOL1

B ruce W. M arcus
Consultant and Editor, The Marcus Letter on Professional Services Marketing
New York, New York

INTRODUCTION
One of the marketing greats—it may have been Bill Ruder of Ruder &
Finn—once defined good public relations as doing well by doing good.
Functioning in behalf of the public weal, it turns out, is good business.
Some people get involved in public service as a m atter of principle and
some do it out of sheer cynicism. Some people do it as a m atter of principle,
but know how to turn it into a good marketing tool without in any way
diminishing the value of their participation.
The objective in participating in public service, of course, is to accom
plish three things . . .
• Perform a genuine public service
• Bring credit to yourself and your firm for doing it
• Convert the goodwill to business, without being crass about it
Your contribution—in either time or money—should make a difference
to the organization, for your own satisfaction and because the greater that
difference, the greater the ultimate marketing advantage to you. This
dictates then, that the service you choose should be selected with public
benefit the utmost consideration. The marketing advantage will then
inevitably follow.

1Bruce W. Marcus, “I Gave at the Office: And That’s Where I Got It Back, Too,” The Marcus
Letter on Professional Services M arketing (July/August, 1992).
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CHOOSING A PUBLIC SERVICE
We each have specific interests in the realm of public service. We also each
have limited time. If the public service of your choice offers a platform for
the visibility required of a marketing context, then stay with it. If it doesn’t,
then choose a service that does serve the three defined objectives of public
services in marketing—either instead of, or addition to—what you’re doing
now.
In choosing a public service, the elements to consider are . . .
■ Magnitude. Participating in a public service can be as simple as just
joining a local organization, or as significant as sponsoring a major
national event. Joining an organization and participating in its activi
ties generally limits your opportunities to networking. Networking
in an organization, in turn, limits your marketing possibilities to
the breadth of the membership, and the number of people with whom
you can establish a rapport. Organizing or sponsoring a major event, on
the other hand, offers vastly greater opportunities for increasing your
public service, and therefore your visibility and marketing advantage.
Obviously, the greater the magnitude of the event, the greater the
potential marketing benefit—assuming proper handling of the event and
your participation. Sponsoring an event reaches as many people as the
promotion of the event through mass media can reach. Also, the greater
the magnitude of the event, the greater your involvement must be.
■ Relevance. The service you choose should have a measure of relevance to
your marketing needs. Obviously, the target audience need not be
specifically related to your practice, but should certainly include those
individuals or businesses that are potential clients. You can serve as a
volunteer at the YMCA or the Boy Scouts, but there is a marketing
advantage only if service to that kind of organization can enhance your
reputation with an audience that includes potential clients. You can
sponsor a horse race or even a racehorse, but the marketing value comes
only in the degree to which that sponsorship reaches potential clients for
your practice.
■ Budget. It’s not just that the size of your budget dictates the magnitude of
the service, but rather that you should understand everything that’s
involved, so that you can accurately assess the cost of your participation.
Know, for example, that though you should be a pillar of public service,
the world will not beat a path to that pillar unless the pillar is lighted and
the path well paved. Lighting and paving cost money.
■ Participation. The degree to which you will participate is a major
consideration. In joining an organization for networking, the demands on
your time can be consequential, and should be anticipated adequately. In
sponsoring an event or activity, your participation is generally greater in
the marketing end than in running the event, although that’s something
you should determine for yourself. The point is that as in budgeting
expenses, time must be anticipated and budgeted accurately.
■ Potential fo r visibility. It costs as much to feed a bad horse as to feed a
good horse. Given the dictates of your conscience, choose an activity or
program that offers high visibility for you or your firm’s name. There are,

CHAPTER

17

PUBLIC SERVICE AS A MARKETING TOOL

227

for example, a number of obscure illnesses that need attention and funds
for research. Some of these affect a small segment of the population.
Would your sponsoring activities in one such organization give you
greater or lesser exposure? At the same time, would your participating
actively in such a cause be deemed as relevant to your interests?
■ Internal com m unications. Each member of your firm, to support and
participate in the effort, must understand what you’re doing, why you’re
doing it, and how each member of the firm benefits from it. For a major
event, there should be a clear view of how each firm member can use the
firm’s participation as a marketing tool.
■ Mechanics. Participation in public service, on any level, requires commit
ment—time, money, thoughtfulness, and sometimes personnel. In a
simple networking situation, your active participation is needed. In
sponsoring events, organizing, coordinating, building relationships, de
veloping operating and then marketing programs—all are involved.
■ The m arketing program. The larger the scale and magnitude of participa
tion and program, the more involved must be the marketing program. A
simple networking participation still requires follow-up—mailings of
brochures, clippings etc. with personal notes attached. Sponsoring a
major event, on the other hand, may involve advertising, public relations,
direct mail, and so forth. It’s here, by the way, that you discover that doing
good work isn’t always its own herald. It needs a little help from
professional marketers. And it’s here, too, that the program must build in
specific activities that relate the program and the public service effort to
the specific marketing activities of each firm member.
One major p o in t. . .
While it’s your participation that you mean to market, the objectives of your
participation are best met not by promoting yourself or your firm , but by
promoting the activity. The marketing benefits that ultimately accrue to you
will thus be untainted by commercialism, and enhanced by your generosity of
spirit.

EXAMPLES OF PUBLIC SERVICE ACTIVITIES
Two scenarios best demonstrate how public service activity can work for
you.
In its simplest form, you serve as a volunteer for a public service
organization, such as a hospital. Choose a committee in that organization
th a t. . .
■ Requires and makes use of your professional skills
■ Allows you to make a significant contribution to the organization
■ Allows you to work directly with as many members as possible
■ Offers the greater potential for visibility
■ Offers you the potential for rising to greater positions of responsibility,
and therefore visibility
For example, joining the finance committee might take advantage of your
professional accounting skills.
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In fund-raising activities, on the other hand, you would be making a
significant contribution to the organization, and be in a position to ap
proach leading members of the organization and businesspeople in the
community. Fund-raising affords the organization the opportunity to gam er
press coverage, particularly as goals are met, or as fund-raising activities
(such as auctions, suppers, etc.) are covered by the press.
If you’re in a position to make a major donation, that might well be
discretely publicizable.
Working effectively and visibly should ultimately move you into a
position of leadership, which means visibility to the community and
through the press.
Then there is the standard follow-up of any networking activity, by
making every contact an opportunity for a burgeoning personal relation
ship—the kind upon which clients and referrals are made.
While every organizational activity offers the opportunity to network,
doing it in the context of public service offers the opportunity to add the
extra glow of good works as a background to your visibility and contacts.
And ultimately, there’s the sheer pleasure of having done something
useful. It’s doing well by doing good.

THE LARGER ACTIVITY
Sponsoring a major event or activity offers the opportunity to serve in a
context of a larger landscape. And while sponsoring a major event is not
new—it’s been done by product companies for a long time (witness the
sports events sponsored by sports shoes manufacturers)—there are some
subtle differences between sponsoring a sporting event and sponsoring a
public service activity.
Sponsoring a public service activity obviously adds the goodwill of the
public service performed. It offers the professional firm a greater opportunity
to be visible, both for the firm and its individual partners. It offers, as well, the
opportunity to control the nature of the response to the participation.
For example, suppose that as an accounting firm you choose to
spearhead a personal finance education program in high schools. The
program would be ongoing, with your firm’s name attached in the most
favorable way. As an exercise in practical democracy and education, it
would bring extraordinary credit to you and your firm by virtue of its
contribution to the public weal. Within the context of your profession, it
would enhance your reputation in the most favorable way possible. And as
a marketing device, it would offer untold opportunities to expose your firm
and its talents to the broadest possible audience.
It would offer, as well, the opportunity to control the magnitude to meet
your ability to fund it, or to reach a clearly defined market area, whether
local or national.
What would be involved?
■ A clear statement of objectives. What is it you’re going to do, and what do
you hope to accomplish? This statem ent is both a map and a definition of
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boundaries. Every activity in the program must be measured against those
objectives, from start to finish.
■ A meticulously defined program that spells out precisely what is to be
done, how it is to be done, and who does it. Included are . . .
—The tasks to establish the program, including organizing the educa
tional structure, defining the curriculum and the geographic bounda
ries, defining levels of contact at the schools and the individuals at
those levels, the educational materials needed and where to get them,
the organizational structure to define and execute these tasks, and so
forth.
—The marketing program, including the strategies for marketing the
project, the marketing tools to be used, the communications techniques
to be employed (advertising, public relations, newsletters, brochures,
etc.), the timetable, liaisons, cooperations and coordinations, and the
responsibilities of individuals.
A word of caution. While your program may be a sound and useful
public service, and generously offered and given, it will not be well received
if it doesn’t consider the basic needs of the organization—in this case, the
school system—you’re working with. It may be your program, but it’s their
system, and they must function long after you’ve gone.
The value of this kind of participation is that the more successful it is as
a program, the more successful it is as a marketing function for you. And the
more successful it is as a program, the higher the visibility and the longer it
will sustain, and the longer will be the support for your reputation.
There’s more, then, to using public service as a marketing support
program than just deciding to do it. It requires dedication, time, and
commitment.
But the value to you and your firm can be v a s t. . . as can be the value of
such work to your own spirit.

Here are two suggestions for further reading:
Bruce W. Marcus, The Marcus Letter on Professional Services Marketing
(Albany, NY: NEWKIRK, 1993).
Bruce W. Marcus, Competing fo r Clients in the 90s, rev. ed. (Chicago:
Probus, 1992).

CHAPTER

18
REFERRAL SOURCE
DEVELOPMENT

C hristian F red erik sen , CPA
Managing Partner, Frederiksen & Co., CPAs
Mill Valley, California

INTRODUCTION
A flow of new clients coming in by referral is so familiar to m ost of us that
we may underestimate the importance of referral source development in
our marketing efforts. While other marketing approaches such as printed
materials (brochures, booklets, newsletters, etc.) and promotion (advertis
ing, direct mail, seminars, telemarketing, etc.) have become more prevalent
in recent years, in most CPA firms the majority of new clients still come in
through the referral process. A study conducted in the United Kingdom
indicated that new business obtained from referrals ranged from 80 percent
to 100 percent.1 A referral source development program that is carefully
planned and executed is still the cornerstone of a CPA firm’s marketing
plan.

IDENTIFYING REFERRAL SOURCES
Referral sources may be classified into three groups:
■ Clients,
■ Centers of influence, and
■ Friends.
A ubrey Wilson, Practice Development fo r Professional F irm s (London: McGraw-Hill (UK),
1984). The market and professional conditions are quite similar in the United States and the
United Kingdom.
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In most CPA firms, referrals from clients are the predominant source of
new business. This is to be expected—clients know you, they like you, and
they want to help you. Provided they think you do good work and that you
want more business, they will refer prospects to you. You are actually doing
your clients a favor by being ready, willing, and able. They (and other
referral sources) derive real pleasure from making a successful referral!
Referrals from centers of influence are generally the next most frequent
source of new business. These centers of influence are individuals who,
because of their professional, business, or personal acumen, exercise
influence over decisions made by others.
The following list, while not exhaustive, covers the more frequently
encountered referral sources in this category:
■ Lawyers,
■ Bankers,
■ Ahmmi/alumnae of the firm,
■ Insurance brokers/agents,
■ Real estate brokers/agents,
■ Stockbrokers,
■ Other accountants,
■ Financial planners,
■ Computer salespeople,
■ Equipment vendors,
■ Printers, and
■ Trade association executives.
Among centers of influence, lawyers and bankers are generally the most
prolific referrers of new business. Later in this chapter, we discuss specific
practice development approaches to law firms and banks as well as to
alumni/alumnae. The nature of your practice will naturally determine who
your most productive referral sources are likely to be—particularly if your
firm specializes in a particular industry or product. In addition to the
referral sources just listed, there may be specialized referral sources related
to your niche industries. For example, here are some industry niches and
their related specialized referral sources:
Industry
Construction

Physicians

Referral Source
Surety bond brokers
Institutional lenders
Hospital administrators
Other physicians

In addition, here are some product niches and their related specialized
referral sources:
Product
Litigation support

Referral Sources
Litigation attorneys
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Judges

International tax

Tax attorneys
Consulates/embassies

Feasibility studies

Architects
Developers

Referrals from friends can also add significantly to your practice. You
should be forthright about letting them know what you do and that you’re
looking for more business. The more friends know about your practice, the
more they’re likely to recognize opportunities for you.

PREREQUISITES OF A SUPERIOR REFERRAL SOURCE
DEVELOPMENT PROGRAM
As we noted earlier, referral sources derive pleasure from making a successful
referral. At the same time, whenever a client or a center of influence or a
friend recommends your firm, they are taking a risk: If for some reason the
new client is unhappy with your services, the relationship between the person
who made the referral and the new client is jeopardized. You will not get
referrals unless people are totally confident your firm will deliver superior
service. But not only do you need to deliver superior service, you also need to
publicize the fact to your clients and other referral sources.

What Is Superior Service?
Naturally, you are expected to perform work that is technically accurate and
professional in appearance. You must also be on time to meetings and prompt
in returning phone calls, in following up on open items, and in delivering
work. In addition, you must be responsive to your clients’ needs, both spoken
and unspoken. Billings must be fair and consistent, and clients should expect
to deal with the same firm members from year to year. Finally, you must build
personal bonds with your clients and get to know each one as an individual
with unique needs and concerns. This means taking a personal interest in their
affairs—remembering birthdays and anniversaries; acknowledging important
family events, like high school and college graduations; and attending
weddings and funerals. While some would say that quality service speaks for
itself, it is a mistake to assume that your clients—let alone your nonclient
referral sources—appreciate, let alone understand the quality of your ser
vices. So begin by examining each component of service excellence, as
defined by your firm, and then devise ways of publicizing the information to
clients and others. Despite these efforts, however, understand that most
referral sources are not equipped to assess your technical proficiency, let
alone your service capabilities. Whether you like it or not, they will look to
other, more tangible indicators, such as the following.
Location and Appearance o f Your Office. Your offices should be
located in an area that is convenient and desirable to visit. Parking should
be close by and either free of charge or validated. Signage should make it
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easy to find your office. The office should in turn be appropriately furnished
and maintained.
Quality o f Firm M aterials. Your firm should have an attractive logo
(preferably with a color), and it should be applied uniformly to all printed
materials, including letterheads, business cards, brochures, tax booklets,
newsletters and all financial statements, reports, and tax return covers.
Appearance and Conduct o f Firm Personnel. The firm should develop
clear standards about what is, and is not, acceptable dress. In addition,
standards of personal and professional conduct should be developed.
Most CPA firms can describe the kind of image they want to project. For
example, some firms might use words like “professional, conservative,
reliable, accurate”; while others might define themselves as “proactive,
innovative, friendly, client-centered.” Whatever image you choose, be sure
it is consistent throughout the organization and accurately projected to the
public. (For more information on service excellence see Chapter 4, “Service
Excellence: A Cornerstone of Marketing Success.”)

Stim ulating C lient R eferrals
To stimulate client referrals, review your client list at the end of each
month and ask yourself these questions:
1.
2.
3.
4.

Are my clients happy?
Have I given my clients tender loving care?
Have I talked to each of my clients this month about other services?
Have I asked for a referral this month?

HOW TO GENERATE REFERRALS

Ask for Referrals
In order to get referrals, you must ask for them. You must tell people what it
is you do and then ask them for their assistance. You may be surprised at
how eager they are to help.
If you were talking to a client, for example, you might say, “As you
know, we do a lot of work with mid-sized companies like yours—showing
them how to make more money and helping them minimize their taxes. If
you come across anyone you think we can help, would you be willing to
recommend us?” Almost every client will say yes. Not all of them will follow
through, of course—only time will tell.
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Equip Referral Sources to Make Qualified Referrals
Getting clients and others to agree to make referrals is only the first step.
You must also ensure that your referral sources have the materials and
resources needed to facilitate referrals. They need to know almost as much
about your firm as you do. At a minimum, provide them copies of firm
brochures, newsletters, and specialty booklets. And when you send these
materials, include a note thanking them for their help. Then follow up with
periodic letters and new firm materials.

Reward All Referrals
Whether or not a particular referral you receive proves productive, always
acknowledge the person who made it. You would probably be annoyed if
you referred someone to another professional and never heard back. Your
referral sources will feel the same way if they don’t hear from you. Set up a
system to ensure that every referral is acknowledged by a telephone call
and a follow-up letter. Referrals that result in significant new business may
also be acknowledged with an appropriate gift.

Reciprocate
Like you, most professionals and business owners are looking for business.
If you want them to keep making referrals to you, you must find ways to do
the same for them.
Many CPAs will argue they are not in a position to offer as many
referrals as they would like. That’s why you should try to make the most of
each opportunity. For instance, if a client asks you to recommend a bank,
arrange an introduction to three different institutions and offer to accom
pany the client to the meetings. This gives you an opportunity to demon
strate your technical skills in front of the bankers and it strengthens your
bond with your client.

More Tips on Getting Referrals
1. Never say “I ’m busy!”From a marketing perspective, saying you’re busy
only serves to reinforce any negative feelings people may have about
your level of service. It also discourages them from sending you more
business. After all, if you appear barely able to handle the work you have
now, why would anyone want to send you more? An appropriate
response to the commonly asked question, “How are you doing?” is,
“Business is g re a t. . . and we’re looking for more!”
2. D on’t pigeonhole yourself. When asked about the kind of client you are
looking for, it is tempting to draw a picture of the ideal client. For
example, one might say one is looking for business clients who generate
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at least $10,000 a year in fees, are well capitalized, well managed, and so
on. This kind of response can be counterproductive. First, it forces the
referral source to figure out whether or not a particular situation is a
good fit; second, if the referral source doesn’t think it’s a good fit, he or
she has the burden of finding somewhere else to send the prospect.
It is better to provide your referral sources with a more generalized
picture of the kinds of clients you seek and to encourage them to send
you each and every prospect. If it turns out a particular situation isn’t a fit
for you, you can always refer the work to someone else. In this way, the
relationship with your referral source has been preserved; you may have
also created a new referral source of the individual to whom you referred
the work.
3. A tip fo r getting more 1040 work. The best time to get more tax return
work is during tax season. About five days after you have delivered a
client’s 1040, send them a personalized note, hand addressed on an
attractive card, thanking them for their patronage and reminding them
you’re eager to take on new work.

NETWORKING
Now that you have learned the general principles of identifying and looking
after referral sources, here are some specific programs for networking with
your contacts.

Take a Client to Lunch Program (TACL)
Besides giving outstanding service, taking clients to lunch or dinner or
breakfast, as may be appropriate—is the single most effective way of
solidifying your relationship and prompting referrals. During mealtimes,
clients tend to be relaxed and are more likely to tell you about the issues
facing them, both in business and in their personal lives. More often than
not, your client will bring up situations you are well qualified to deal with.
You then have a natural opportunity to propose your services. Clients are
more likely to hire you to solve a problem that they have identified than they
are to respond to unsolicited cross-selling. During lunch, clients will usually
ask you how you are and how your business is doing. This gives you a
perfect opportunity to tell them, first, that things are going well, and second,
that you are looking for more clients and would appreciate any help they
can give you.

Take a Referral Source to Lunch Program
You may wish to establish a “Take a Lawyer to Lunch” program (TALL)
and/or a “Take a Banker to Lunch” program (TABL). These programs
involve getting lawyers from a local law firm or some bankers from a local
bank together for lunch with a similar number of accountants from your
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firm. The lunch would be initiated by a firm member contacting someone he
or she knows at the law firm or bank.
The emphasis of the lunch is getting your professionals to develop
personal relationships with their counterparts at law firms and banks. The
format should be informal with a minimum number of commercials.
Remind your firm’s professionals to bring business cards and exchange
them as appropriate. Within a few days of the lunch meeting, send
thank-you letters to each guest, along with some of your firm’s promotional
material. Approximately two weeks later, have firm members who attended
the lunch make a follow-up call to their new contact(s) suggesting a further
social get-together. Finally, the new contacts should be added to the firm’s
contact database.
A firm that is seriously committed to generating more referrals will
expect its partners to go to lunch, dinner, or breakfast with clients or other
referral sources at least four times each week. Managers should be
expected to do this twice a week, and staff members twice a month.

Seminars
Seminars can be another effective way of reinforcing your relationships
with clients, alumni/alumnae, and other referral sources. (For more
information on how to make seminars successful in generating referrals,
see Chapter 19, “Seminars.”)

Business-to-Business Lunches
Invite no more than 14 participants to lunch, including representatives of your
firm. If the desired total is 14 people for example, invite 5 clients, and ask each
of them to bring along one other person; the remaining seats are taken by
members of the firm. Each prospective guest should be invited by a telephone
call from a partner of your firm, with written invitations to follow. While
speaking with the client (or contact), try to ascertain the name of the guest the
person wishes to invite, so you can contact him or her as well.
An ideal venue for business-to-business lunches is your own conference
room, if it can accommodate your guests comfortably. If not, seek out local
restaurants for a suitable private dining room.
Invite an outside speaker to give a brief after-lunch talk on a topic of
interest to your guests. Examples might include the local fire chief, who
could discuss safety issues in the workplace; a city planner who might
discuss your community’s m aster plan; or a bank economist to discuss
interest rates.
A suggested format of a business-to-business lunch is as follows:
■ Start at 11:45 A.M. and end promptly at 1:30 P.M.
■ Allow 15 minutes for socializing, then have lunch.
■ After everyone has eaten, have your speaker address the group for no
more than 10 minutes.
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■ After the speech, allow time for questions and answers and interaction
within the group.
Business-to-business lunches are an excellent device for bringing
together referral sources (particularly clients) and their business col
leagues, friends, or family members. Shortly after the event, each guest
should receive a letter thanking them for attending. For those guests who
were previously unaware of the firm, you would include firm promotional
materials. Approximately one week after mailing the letter, call each
nonclient who might be a prospect and invite him or her to lunch. Arrange
to meet at their place of business.

Civic, Social, and Trade Associations
Active participation in a few well-chosen organizations can help you
generate referrals. Join organizations whose meetings you enjoy (or you
will find reasons not to participate), and then get actively involved. Always
volunteer for projects that have high visibility within the organization, and
treat volunteer positions as you would any other professional obligation.2
(This subject is also discussed in Chapter 15, “Networking Through
Associations and Community Organizations.”)

Tip Clubs
Tip clubs (also called leads groups and business referral clubs) are
a relatively recent phenomenon. They bring businesspeople together
(no more than one individual from each profession), usually over break
fast or lunch, for the explicit purpose of generating business for the
members.
Each member is required to generate a certain number of referrals each
month (usually two). These referrals may be given directly to another
member to avoid any confidentiality issue. However, a system is usually in
place for keeping score of the number of referrals given and received.
Because of the referral generation requirement and the natural evolution of
the group, its composition will change, thus creating new opportunities and
new referral sources.
A number of CPAs have reported developing a substantial part of
their practice through tip club referrals. If there isn’t one in your com
munity, consider starting one. Select representatives from various pro
fessions or businesses, and invite them to an exploratory meeting.
If nothing else, you may meet some new people and some potential referral
sources.

2Jean Withers and Carol Vipperman, M arketing Your Service (Bellingham, WA: International
Self-Counsel Press, 1987).
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Alumni/Alumnae Relations
If your firm has been around for a while you will probably have a number of
ex-employees out in the community. They are among your best sources for
new business opportunities.
Here are some ideas that firms have found useful in fostering alumni/
alumnae loyalty and generating new client service opportunities:
Placem ent A ssistance. When a staff member decides to leave the firm
and seek other opportunities, you are well advised to assist rather than
hinder, even i f the in dividual in question is planning to open his or her
own practice. Maintaining positive relationships with alumni/alumnae
usually pays off later through referrals.
Alumni/Alumnae Social Events. Keeping ties with ex-employees of the
firm can best be done through aperiodic social gathering. An excellent time
for doing this is the after tax season celebration party. The end of tax season
is an event to which alumni/alumnae can readily relate, and the party is one
to which clients are typically (and perhaps fortunately!) not invited.
CPE Functions. Most CPAs who go into industry are interested in
maintaining their licenses in good standing, and that usually means 40 hours
of CPE per year. Some find it difficult to obtain adequate CPE credits at a
reasonable cost. One way of helping your alumni/alumnae is to invite them
to participate in CPE programs. The cost to the firm is minimal and it fosters
substantial goodwill. You can also utilize their talents as presenters.
Firm Publications. If your firm has a newsletter, be sure to put all of your
alumni/alumnae on the mailing list (even if they’re competitors). The
function of your newsletter is to remind people about who you are and what
you do. Producing an annual directory is also helpful.

KEEPING CONTACT WITH REFERRAL SOURCES
In addition to the direct techniques we have identified for developing and
nurturing referral sources, it is important to establish follow-up systems.
Here are some ways to remind your clients and other referral sources you
are client-centered and are looking for new business:
1.
2.
3.
4.

Send welcome letters to new clients.
Thank clients in writing for the opportunity to serve them.
Mail a thank-you letter to referral sources after every referral.
Send year-end thank-you letters or cards to all clients and friends of the

firm.
5. Remember birthdays and anniversaries.
6. Give a gift to those who have referred business to you during the year.
7. Consider periodic promotional items such as memo pads, pens, pencils,
rulers, coffee mugs, calculators, day books, calendars.
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8. Publish a client newsletter three to four times a year.
9. Periodically mail a copy of the firm brochure to clients and referral
sources.
10. Send out mid-year and year-end tax planning letters.
11. Distribute booklets on topical issues.
12. Develop a Home Records Kit explaining the tax aspects of home
ownership.
13. Buy a complimentary subscription to an appropriate magazine for
selected referral sources.

MOTIVATING FIRM MEMBERS TO ACTION
It has been suggested that most CPAs know what they should be doing to
generate referrals; they just don’t do much of it. This so-called marketing
problem is really a management problem—getting ourselves and others to
do what we know we should.
There are lots of reasons why people choose to avoid practice develop
ment. Here are a few of the more common excuses:
■ I don’t have time.
■ I don’t think it’s my responsibility.
■ I don’t think it will be successful.
■ I don’t think it’s professional.
■ I’m not good at it.
Overcoming these objections is a real challenge. Here are some sugges
tions:
■ Lead by example. If firm members see the partner(s) actively working on
referral sources, they are more likely to view it as an appropriate activity.
■ Have a “Take Along Program.” When you are going to visit a referral
source, bring along a colleague from your firm. Encourage your referral
source to do the same.
■ Set up specific individual performance objectives for referral source
activity. These targets (number of lunches, type of referral source, etc.)
should be set by individual firm members and may vary widely. As a start,
use the guidelines suggested in the next section.
■ Hire a marketing director and/or a marketing coordinator. Among other
responsibilities, this individual will have the job of assisting and monitor
ing individual firm members in meeting their referral source activity
targets.
■ Give staff members the tools they need to be successful. This means
business cards for all employees (including clerical) and an expense
account for anyone expected to entertain. Expense accounts should have
as few conditions or restrictions as possible. You will find it is a
considerable challenge to get employees to spend the firm’s money!
■ Follow the management principle that people do the things for which they
are rewarded. Whether you set up a bonus program, a point system, or a
purely subjective periodic award system, some reward system is better
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than none at all. Bear in mind, however, that money is only one of many
motivators for professionals—accordingly, in the absence of other re
wards, pure commission systems for new business brought in have often
been unsuccessful.

ESTABLISHING GUIDELINES
One question that practitioners often ask is, “How many referral sources
can I reasonably take care of?” This is an important question because
nurturing referral sources is time consuming.
Here are guidelines for reasonable numbers of active referral sources,
by type and by staff level:

Clients
Lawyers
Bankers
Others

Total

Partners
25
5
3
10

Managers
15
3
2
5

43

25

Senior Staff
5
2
1
2

10

With each of the referral sources just listed, plan for at least four social
interactions (breakfast, lunch, dinner, sporting events, etc.) each year. It is
more important to develop a close relationship with a small number of
referral sources than to have casual contact with a large number. Your own
experience probably bears this out. An analysis of m ost firms’ new client
rosters indicates that the majority of new clients come from a core group of
referral sources.

TRACKING SYSTEMS
Tracking systems are helpful for gauging levels of activity achieved and
making comparisons with desired results. Whatever tracking system you
design, keep it simple and easy to maintain. Also make it easy for firm
members to collect and submit the required information. Many a practice
development program has been derailed by an onerous reporting system.
See Appendix 18.1 for a sample monthly practice development report. On
the front side of the form, firm members report their contacts with referral
sources in the upper box and their other practice development activities in
the lower box. On the reverse side of the form, individuals report any
referrals they made to others during the month.
Appendix 18.1 also shows a sample referral source tracking sheet. On
the front side of the form, you can track all firm contacts with a particular
referral source. On the reverse side you can track referrals received and
referrals made.
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If there is any substantial volume of activity, this process would be
computerized, which can be accomplished easily with a standard database
program. A number of excellent commercial software programs are also
available for this kind of tracking.

CONCLUSION
The ultimate key to the success of your referral source development
program is follow-up. In this chapter, we have covered a wide variety of
techniques you can successfully employ to develop new clients through
referrals. Bear in mind that it is better to select a few ideas and do them well
than to undertake a large number of them and not follow through.
The lifeblood of a CPA firm is the stream of new clients. Since most new
clients will come in through referrals, it makes good sense to devote
substantial time, attention, and resources to developing, maintaining, and
nurturing your referral sources.

Here are two suggestions for further reading:
Aubrey Wilson, Practice Development fo r Professional F irm s (London:
McGraw-Hill (UK), 1984).
Jean Withers and Carol Vipperman, Marketing Your Service, (Bellingham,
WA: International Self-Counsel Press, 1987).
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Nam e o f
R eferral S ou rces

C om pany or
O ther A ffilia tio n

C la ssifica tio n
(1 )

T ype o f C on ta ct
(2 )

Add to
M ailing L ist

MONTH O F: __________________________

(1) C = Client P = Prospect L = Lawyer B = Banker
(2) B = Breakfast L = Lunch D = Dinner C = Correspondence E = Other Entertainment V = Visit G = Gift

D a te

CONTACTS WITH REFERRAL SOURCES:

NAME:__________________________

PRACTICE DEVELOPMENT REPORT

N e x t S tep
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Add to M ailing L ist

N am e o f R eferral S ou rce

C om pany or O ther A ffilia tio n

D e ta ils o f R eferral M ade

N e x t S tep

N e x t S tep

Staff—one contact per month—includes contacts with potential clients, referral sources, present clients (other than at year-end), attendance at
civic and professional organization meetings.

D ate

D escrip tion (a r tic le , sp eech , civic, e t c .)

__________________________________________________________________________ __________________________

REFERRALS MADE:

D ate

OTHER PRACTICE DEVELOPMENT ACTIVITIES:
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REFERRAL SOURCE TRACKING SHEET
REFERRAL SOURCE_________________________________________________________
ADDRESS__________________________________________________________________
TELEPHONE__________________________ FAX_________________________________
PERSONAL (BIRTHDAY, ANNIVERSARY, SECRETARY, ETC.)____________________

DATE ADDED TO MAILING LIST______________________________________________
PRINCIPAL CONTACT AT FIRM_______________________________________________

ENTER DATE AND ACTIVITY FOR EACH CONTACT:
Year

ACTIVITY:

Jan

Feb

Mar

Apr

B = BREAKFAST
BC = BIRTHDAY CARD
BR = BROCHURE
C = CORRESPONDENCE
D = DINNER

May

Jun

Jul

Aug

E = OTHER ENTERTAINMENT
G = GIFT
HC = HOLIDAY CARD
L = LUNCH
V = VISIT

Sep

Oct

Nov

Dec

APPENDIX

18.1

PRACTICE DEVELOPMENT REPORT AND REFERRAL SOURCE TRACKING SHEET

RECORD OF REFERRALS RECEIVED FROM THIS REFERRAL SOURCE
Date

Prospect

Acknowledgment Made

RECORD OF REFERRALS MADE TO THIS REFERRAL SOURCE
Date

Prospect

Acknowledgment Made
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CHAPTER

SEMINARS

Bridget L. Markle
Marketing Director, Lane Gorman Trubitt, L.P.P.
Dallas, Texas

INTRODUCTION
Seminars are an ideal marketing vehicle for CPAs because they present the
opportunity to communicate useful information to clients and prospects
while showcasing the firm’s skills and experience. To create a seminar that
is genuinely useful to your clients while still allowing you to achieve
specific marketing objectives takes planning—a lot of it. Everything about
the seminar, from its topic and speaker to the way it is promoted, should be
influenced by the objectives you define at the beginning of the planning
process.
The goal of this chapter is to show you how to carry out this planning
process. It offers suggestions on everything from setting goals to after-event
marketing. Together, these ideas should enable you to tackle your next
seminar with confidence, knowing that you can do what is needed to
optimize both its educational value for clients and its marketing benefits for
your firm.

DETERMINING OBJECTIVES, AUDIENCE, AND TOPIC
Begin your planning process by reminding yourself that seminars are not an
end in themselves—they are just a vehicle for achieving some predeter
mined marketing objectives. Here are some examples:
■ To communicate important new tax, accounting, or business information
to clients in a timely and interesting manner;
249
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■ To showcase new services to a mixed audience of clients, prospects, and
referral sources; and
■ To increase the firm’s visibility before a targeted industry group or
profession.
Each of these objectives supports a second, more basic goal, which is to
bring key clients, prospects, and referral sources into closer contact with
the firm. When a seminar’s content and format are carefully planned, your
partners and managers will have an opportunity to meet with these
important people, and in so doing, strengthen existing service relationships
and create new ones.
Once the marketing objectives of the seminar have been established,
you can select a topic. Begin by thinking about the information needs of the
people you want in the audience. For instance, if you want to draw senior
executives representing a specific industry group or profession, find out
what these people are concerned about. One way to accomplish this is to
telephone several key clients and interview them about their information
needs. Another, less direct, approach is to speak with industry experts or
review relevant trade publications to find out what the industry’s key issues
are at this time.
Whatever the topic, the seminar must provide useful new information
that can help participants to improve their bottom line. Even when one of
your goals is to showcase new firm services, you must still choose a topic
that has legitimate educational value for the audience. Clients, prospects,
and referral sources will not be impressed with an overt attempt to sell the
firm’s services.

SELECTING A SPEAKER
With objectives, audience interests, and seminar topic in hand, you can now
focus on selecting a speaker. While it is natural to think of asking one of the
firm’s partners or managers to be the presenter, this is not always the best
approach. Your most technically brilliant partner might not possess com
mensurate speaking ability, and could resort to using overly complex
language (i.e., accounting jargon) that is difficult for the audience to
understand.
If you decide on an in-house speaker, be sure the chosen partner or
manager will make an effective presentation. If his or her public speak
ing skills are a little shaky, arrange for the firm member to rehearse
the presentation before a small audience. You might also consider
asking a professional speaking coach to help with fine-tuning the pre
sentation.
A key advantage in selecting an in-house speaker is that you will be
working with a known quantity. Another benefit is that this partner or
manager will be able to showcase your firm’s expertise while on the
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podium. These are perfectly valid reasons for asking someone from
inside the firm to make the presentation. If, however, you choose an
in-house speaker just to save the price of an honorarium, remember that
the firm must still absorb the cost of the presenter’s speech preparation
time.
Using an outside speaker has its own merits and disadvantages. An
expert in a particular subject can give your seminar some added glamour.
On the other hand, the speaker will represent his or her own organization,
not yours. And, or course, you may have to pay an honorarium. By the way,
don’t confuse industry expertise and impressive credentials with the ability
to inform and entertain an audience: Always ask to hear the candidate
speak before committing yourself (if you can’t arrange to hear the speaker
in person, try asking for an audio tape of one of his or her previous
presentations).
Industry experts or high-profile executives who are also firm clients
make up another possibility. By asking one of your own clients to be the
guest speaker, you help strengthen the relationship you already have with
him or her, and you demonstrate to prospects in the audience that your
relationships with clients are especially close. One disadvantage of this
approach, of course, is that you could not ask a client to audition for you or
to provide proof of his or her ability as a public speaker.
If the subject m atter is particularly complex, you might w ant to consider
inviting a panel of experts, rather than relying on one individual. In this way,
you minimize the chance of having an audience participant ask a question
that a single speaker would be unable to answer.

DETERMINING THE SEMINAR’S FORMAT
There are a wide variety of seminar formats, and we review the most useful
ones here. The two most important variables in deciding which format is
best for your program are audience size and the desired level of interaction
between the speaker (or speakers) and the audience. The overall length
of the program may also be a determinant. As you review the follow
ing options, think back to your program ’s objectives and the audi
ence’s information needs to determine which format would best serve your
needs.
■ Lecture. This is the traditional theater format most people are familiar
with (the speaker is at the front of the room, usually on a dais, and the
audience is seated in rows, facing the speaker). It is ideal when you plan
to have a large audience and the subject m atter is such that interaction
between the presenter and the audience can be limited to a brief question
and answer period at the end of the lecture.
■ Classroom. The classroom format does not differ markedly from the
lecture format, except there are narrow tables in front of each row of
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chairs so participants can comfortably follow handouts. This format is
ideal if the seminar is to last for two hours or more or when the subject
m atter is rather technical and it is expected that participants will want to
take notes.
■ Round table. The format of this type of seminar is suggested by the title:
The audience and speaker are seated around a large conference table. In
this arrangement, the target audience is usually quite small and select: no
more than a dozen people. An ideal venue would be your firm’s own
conference room.
Use this format when you want to achieve a high level of interaction
between the speaker and the audience. It is an excellent format when you
want to hold a seminar for members of a particular industry or profession.
Key clients and prospects who share a specific concern can hear from an
expert and explore specific questions in depth. The speaker’s formal
remarks can be quite brief, and he or she can apply energy instead to
answering questions and offering advice that has real meaning for those
attending.

CHOOSING THE SEMINAR SITE

What Size Room Do You Need?
Audience size is, of course, one of the most important variables when it
comes to choosing a seminar site. You want the room to be pleasingly full
without overcrowding. An empty room will drain energy from the audience
and make people think your seminar was not successful. An overcrowded
room will simply be an irritant to everyone present.
To calculate how many seats are needed, assume 10 to 15 percent of the
clients you invite will attend, and 2 to 4 percent of all nonclients will attend.
Always allow for a few more attendees than this analysis might produce,
because it is easier to reduce the number of seats in a room than it is to
squeeze an unanticipated 20 or 30 people into a room not meant for them. If,
in the final analysis, you do find the room is going to be too large, it may be
possible to utilize air walls, screens, or potted palms to make the room seem
smaller. This is an important item to review with hotel management when
you are making your site inspections.

On-Site or Off-Site?
Holding the seminar in your firm’s offices is ideal because it gives you the
chance to show off your people and your facilities. If your office has a

CHAPTER

19

SEMINARS

253

board room or lecture room that will seat the target audience comfortably,
use it. If there is nothing suitable, perhaps another company in your
building has a room you could use. Banks and law firms are good
candidates.
If these options are not available, hotels and clubs are your best bet.
Major hotels book well ahead, so you may have to book a room at least six
to eight weeks in advance in some parts of the country, and sometimes up to
six months in advance in some major cities.
Negotiating with hotels is an art form in itself. If you plan to order food
and beverages, you should expect hotel management to waive the room fee,
even for a simple refreshment break. When developing a cost estimate, ask
about the charge for overhead projectors, microphones, a podium, flip
charts, and so on. Make an ally of the salesperson assigned to help you. Let
this person know how important all the details are to you. And always get
bids from at least three hotels.

PROMOTING THE SEMINAR
I n v ita tio n s
Here are some tips on how to make your invitations effective:
1. Develop an invitation that is both informative and eye catching. Use
language that appeals to the target audience. An invitation that is sent out
on firm letterhead is fine, but one that is designed, typeset, and printed
will make a better impression. While this may mean you have to spend
more money, the extra cost will pay off in increased attendance and
visibility for your firm.
2. The invitation should always specify how people can register. Provide a
telephone number and a self-addressed, stamped registration card or
form coupled with an envelope. This will help improve your rate of
response.
3. Whenever possible, ask partners to add a personal note, especially to
new clients and important prospects.
4. Mail the invitations three to six weeks before the event (again, the
amount of lead time needed depends on which region of the country you
live in: Allow for more time in large metropolitan areas). If you are
sending more than 500, consider using bulk mail and engage a mailing
house to affix labels for you (if you choose this option, move your
mailing deadline up, as bulk rate envelopes may be delivered a week to
ten days later than first class).
5. To increase the rate of response, mail reminder postcards one week
before the event, and follow up with phone calls two to three days before
the event. Phone calls from partners, managers, and staff will yield a
higher response rate than calls from secretaries.
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The Mailing List
Your mailing list is extremely important. Don’t wait until the mailing
deadline arrives to find out whether or not you have a usable list of clients
and prospects.
Many firms compile their client mailing list from billing files. The
problem is that, while accurate, these records may only contain the name of
the company and a mailing address—not the proper name of the CEO, the
CFO, and the head of human resources.
If you plan to send invitations to nonclients, where will you get your list?
Again, a well-defined objective will help you determine who to target. With
selection criteria in hand, you can consult mailing list brokers, local
industry associations, the chamber of commerce, and specialized yellow
page directories. When purchasing a list, ask if there is a guarantee of the
number of addresses that will be deliverable, and expect to pay more for a
higher level of accuracy.

Publicity
Would the speaker and topic be of interest to the media? Send news
releases to local dailies and business publications and invitations to
selected journalists. Of course, if you have promoted the seminar by
offering clients exclusive information or advice, they may not be pleased to
see the speaker’s comments reprinted in the next day’s business journal.
Use discretion in inviting journalists, and always consider the information
needs of your client first.
The cachet of exclusivity is also something to consider as you decide
whether or not to publicize the seminar through newspaper ads or press
releases. While this approach may yield a larger audience, you cannot be
assured that those who are drawn to your program are ideal prospects for
your firm. These kinds of considerations shouldn’t prevent you, however,
from taking photographs at the seminar, and then including a story in the
next issue of your client newsletter.

SEMINAR LOGISTICS

Time of Day
When setting the date and time of the seminar, consider the needs of the
audience. For example, if you are speaking to physicians, keep the presen
tation fairly short and hold the seminar on an evening or a Saturday. A
financial planning seminar for working couples could be held at the end of
the workday. By contrast, business owners and senior managers would
probably prefer a breakfast or lunch meeting.
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Length of the Program and
Program Timetable
How long should your program be? Again, the subject m atter and informa
tion needs of your audience will be paramount considerations. But you
must also weigh the importance of the topic against how busy your targeted
audience members are. For instance, no m atter how critical the subject, an
audience to be made up of private-practice physicians is not likely to sit still
for a seminar that lasts more than two hours.
As you work to calculate the overall length of your program, consider
the following elements:
■ Registration and seating—allow up to 30 minutes for this phase of the
seminar, especially if you are providing coffee and continental break
fast.
■ The presentation—make sure the speaker understands how important it
is for him or her to start and finish on time.
■ Question and answer period—allow up to, but no more than, 30 minutes
(with the exception of the round table format).
■ Reception—allow 30 minutes to one hour, minimum.

Handouts
Handout materials should include an agenda, copies of the lecturer’s
discussion notes and exhibits, a brief biographical sketch of the speaker(s), and relevant firm literature. A one-page seminar evaluation form is
quite useful too. See Exhibit 19.3 for a sample participant evaluation
form.
Enclosing these materials in an attractive two-pocket folder (ideally
printed with the firm’s logo) is a nice touch. Audience members can keep
everything together and may be more inclined to take materials away with
them.

Visual Aids
Visuals can enhance a presentation by helping the audience focus its
attention on the most important elements of the speaker’s message.
However, poor visuals can actually reduce the speaker’s effectiveness. In
fact, unless they are crucial to the presentation, they should not be
used.
The size of the audience should be the most important criterion when
choosing between presentation media. For example, flip charts and video
monitors should not be used in situations where the audience size is larger
than 50. Overhead transparencies, slides, video projectors, and computer
generated graphics should not be used for groups larger than 200.
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Exhibits should be visually appealing and easy to understand. Limit the
amount of copy on each exhibit. Use key words and phrases rather than
sentences, and expand on the phrases during your presentation. Add color,
preferably two colors, whenever possible. Many quick print shops can
prepare color transparencies at a relatively low cost. Test all visual aids
before the seminar to make sure everyone can see them and understand
them.

On-site Staffing
You will need staff to handle registration, assist speaker(s), test visual aid
equipment, and help seminar attendees find their seats. Designate one
person as the troubleshooter whose sole responsibility will be doing what is
necessary to assure the comfort of the audience. For example, if the air
conditioning is set too low or too high, he or she should see it is adjusted.
Proper lighting and sound should also be the troubleshooter’s concern.

Registration/Name Tags
Have a table where guests can sign in, and keep preprinted name tags
in a file-card box. Speakers and firm members should also be given
name tags. For professional-looking name badges, there are several per
sonal computer programs that generate tags with peel-off backs or on
standard heavy stock paper that can then be inserted into a plastic case. A
nice alternative is to find someone who can do calligraphy to write up the
labels.
A second table should exhibit relevant firm publications. After the
seminar is over, make a note of which publications appeared to be the most
popular.

Room Setup
When setting up a room for a lecture-style presentation, consider the
visibility of the speakers, and think about line of sight. If at all possible,
arrange for a small dais to be placed at the front of the room, so every
member of the audience can comfortably view the speakers and their
exhibits. Place chairs far enough apart to allow for the comfort of the
audience. Chairs should be at least 5 inches apart from side to side, and
rows should be spaced to allow for long legs.
If the seminar is to last for two hours or longer, consider arranging
narrow tables in front of each row of chairs to allow participants to take
notes. The ideal ratio of tables and chairs is two people for every 6 feet of
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table length. Many hotels try to place three people in this amount of space,
but they can feel quite cramped, especially if the seminar lasts for more than
two or three hours.

Signage
If the seminar is to be held in a hotel or in a large office building, make sure
there are signs in the lobby indicating the seminar’s title, its sponsor,
and the location of the meeting. The hotel should also be willing to
place information about the seminar, including your firm’s name, on the
marquee.

Program Timetable
A minute-by-minute timetable is a virtual necessity if you want the seminar
to go smoothly. When planning the timetable, allocate time to the following
activities: equipment setup and testing (allow up to two hours before
registration commences), registration and seating, the presentation, ques
tion and answer period, and reception. Make sure all key players, including
the lecturers and program coordinators, have a personal copy of this
timetable.

TO CHARGE OR NOT TO CHARGE
As a rule, not charging a fee is the best course of action, especially if your
audience is made up of clients. Many clients believe that educational
seminars are one of the benefits of being with your firm, so they may not
appreciate being asked to pay. And, of course, charging a fee will probably
reduce the rate of attendance.
Some firms indicate that there is a fee, and then arrange for their
managers and partners to call their clients and tell them they have been
offered a complimentary registration. In this way, clients are made to feel
special, and partners and managers are offered a great reason for making
that follow-up call.

ANYTHING THAT CAN GO WRONG, WILL GO WRONG

Case Study 1: Lights, Cameras, Distraction!
Several years ago, our firm held a financial seminar at a local hotel. On the
day of the event, we noticed a fashion design company was preparing to
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hold a fashion show at the same time. The runway was laid out in the open
lobby area just below our seminar rooms. At first, we thought it would be a
nice entertainment during our break. However, when we returned to our
room, we discovered that the upbeat often rap-style music was loud enough
to be heard in all of the rooms. And we even lost some of our guests to the
fashion show—obviously, bathing suits were more interesting than finan
cial information!
How could this have been avoided? Always ask the hotel sales represen
tative if he or she has scheduled an event that might prove to be a
distraction. Had we known, we would have requested the hotel to either
reschedule the fashion show or control the level of music.

Case Study 2: You Have No Control Over
the Weather
Weather can play havoc on your event. A hurricane approaching a Houston
CPE seminar sent its planners into a panic. Should the seminar be held or
canceled? The planners decided to proceed according to plan. Only a few
people attended, and the power Went out in the middle of the presentation.
Those who registered, but did not attend, asked for their money back!
Solution: If something as bad as a hurricane is in the forecast, cancel the
event. If forecasts call for snow or heavy rain, make sure you have valet
parking available.

Case Study 3: Fire Alarms Can Be Alarming
Another incident I like to forget about is the time we held a seminar in our
own offices. Five minutes before we introduced the first speaker, the (very
loud) fire alarm went off, right outside the room (no fire, just a malfunc
tion). To make matters worse, the elevators do not run when the alarm goes
off, so our guests had to walk down five flights of stairs. We delayed the
seminar 20 minutes, which allowed time for the fire department to arrive
and for our guests to recover and walk back up the five flights of stairs.
The alarm was turned off a few minutes later, and we began the seminar.
However, throughout the two-hour program, the alarm went on and off as
the fire department and the building’s management tried to repair it.
How could this have been avoided? It couldn’t. Sometimes, you just
have to grin and bear it.

WHAT ABOUT CO-SPONSORING?
In the age of joint ventures and strategic alliances, we cannot overlook the
question of co-sponsoring seminars. As is always the case, there are several
advantages, and disadvantages, to consider.
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By co-sponsoring your seminar, you can save money, spread the risk, gain
access to your co-sponsor’s clients, and possibly cement a closer alliance
between your firm and the other businesses who sponsor the event. A
potential disadvantage includes a possible loss of control over the seminar’s
content and quality as you negotiate with the co-sponsor’s management to
develop a program that suits both your and their clients’ needs.

DEVELOPING A BUDGET AND TIMETABLE
Your budget line items will of course depend on the kind of seminar you
have planned, but the following checklist of possible cost items should be
considered:
■ Speaker(s) fees and travel expenses,
■ Seminar room rental and equipment fees,
■ Refreshments (catering charges and equipment rental costs for tables and
chairs),
■ Mailing list charges,
■ Production and mailing of invitations and follow-up postcards (includes
design fees, printing charges, postage, and handling),
■ Parking,
■ Name badges,
■ Handout materials, including folders and photocopy charges, and
■ Planning time.
The sample timetable in Exhibit 19.1 is based on the assumption the
seminar will be held at a hotel, 100 guests are expected, and the seminar will
end with a reception. Remember, if your seminar will be held in a large
metropolitan area, you may need to allow even longer lead times for some
of these activities.

EXHIBIT 19.1

Sample Tim etable for Organizing a Seminar
Days
Before
Event
60-90
60-90
45
35
30

Activity
Topic and speakers selected. Commence site inspections of hotels.
Select site. Contact hotel sales manager about requirements for
food and beverages at reception.
Complete text for invitation.
Graphic artist prepares camera-ready art.
Artwork and text to printer. Specify volume of invitations to be
printed. Always ask for 10 percent more invitations than are
required for mailing list.
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25
21
14

10

4
3

1
Day o f Event

Mailing list is ready to use.
Mail invitations.
Contact hotel and discuss room arrangements, specifying equip
ment needs such as microphones, overhead projectors, flip charts,
room layout, and podium.
Begin receiving RSVPs. If less than 1 percent of those invited have
responded, mail out a follow-up postcard. Begin to assemble
handouts. Send news releases to local media if press is invited.
Rehearse the presentation. Prepare name badges. Begin calling key
clients and prospects who have not responded to the invitation.
Make reminder calls to individuals who have responded to tell you
they will be attending. Contact media to determine which journalists
will attend. Assemble press kits for them. Contact hotel and review
all arrangements.
Assemble materials to take to hotel including handouts, name
badges, and supplies.
Arrive at the hotel at least 90 minutes before the beginning of the
seminar. Inspect the rooms and make sure everything is in place.
Ask about light switches, microphone volume controls, and a phone
you can use to reach hotel management.

WHAT TO DO AFTER THE SEMINAR
The real marketing opportunity in seminars lies in w hat you do after the
seminar is over.

Follow Up on Conversations With Attendees
If your partners and managers have been properly briefed, they will have
spent their time at the seminar talking to clients, key prospects, and referral
sources. After the seminar is over, they must follow up with each of these
contacts. Requests for additional information or a meeting must be taken
care of within a few days of the seminar. Even when no specific action is
called for, partners and managers should call up their contacts and ask what
they thought of the seminar. Did they find it useful? Would they like to
attend other seminars in the future?

Follow Up on Nonattendees
Those who were unable to attend should receive a brief letter (preferably
personalized) expressing the firm’s or partner’s regret that they were
unable to attend. A copy of the lecturer’s handout materials should be
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included. Another tip: Add all nonclient attendees to the firm’s permanent
mailing list, and flag them for pertinent mailings.

Evaluate the Seminar
It’s not easy to measure the success of a seminar because many of
the marketing outcomes are intangible. How do you quantify the good
will generated among your clients? Can you measure the value of
having established a mutual referral relationship with that hot new
law firm in town? Difficult though it may be, evaluating the successes
and disappointments of your seminar is well worth the effort. If noth
ing else, you will be able to refine your seminar planning process and
en su re th a t th e n e x t p re s e n ta tio n is even b e tte r a tte n d e d and
more successful than this one was. Exhibit 19.2 contains a list of ques
tions you might w ant to ask your p artn ers and m anagers during
the postm ortem . E xhibit 19.3 is a sam ple p articip an t evaluation
form, which should be distributed and collected by the end of the sem
inar.

EXHIBIT 19.2

Seminar Evaluation C hecklist
1. Audience response. What did seminar participants say about the pro
gram?
2. The speaker. How do we think the speaker did? Was he or she dynamic,
informative, prepared? Did he or she handle audience questions well and
stay around during the reception to answer additional queries?
3. Location. How was the facility? Was it comfortable? The right size? Did
we get any complaints?
4. Pacing. Did we stick to the timetable we had planned? Did everything
proceed smoothly?
5. Refreshments. How was the catering? What about cost versus value?
6. Response rate. What do we think of the turnout? Should we have done
things differently to increase attendance?
7. M arketing outcomes. Did partners and managers make good use of
the tim e available to them by m eeting w ith clients, prospects,
and referral sources? Were there any specific outcomes we should
know about? What about media coverage—did we get any and was it
positive?
8. Budget. Did we stay within our budget? If we did not, what was the cause

of the overrun? What will we do differently next time?
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Participant Evaluation Form

EXHIBIT 19.3
Dear Participant:

Thank you for attending this seminar. We hope you found the informa
tion useful and the format enjoyable. Won’t you please take a few moments
to answer the following questions? With your remarks and opinions, we can
work to make each seminar an outstanding experience.
Thank you,
ABC Firm

Please rate this seminar on a scale of 1 to 5, with 5 being the highest rating,
and 1 being the lowest:
Excellent.................. Fair...................... Poor
Overall impression of seminar

5

4

3

2

1

Seminar content

5

4

3

2

1

Speaker’s skill as a presenter

5

4

3

2

1

Speaker’s knowledge of material

5

4

3

2

1

Your comfort at this facility

5

4

3

2

1

Quality of written materials

5

4

3

2

1

■ What aspect of this seminar, or item(s) of information, did you find to be
most useful?____________________________________________________

■ Would you like to receive more information on this subject matter?
Y es____ N o ____
■ What would you recommend we do differently at our next sem inar?____

■ What subjects would you like us to address in future sem inars?________

■ Name (optional):________________________________________________
■ Phone number (optional):________________________________________
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CONCLUSION
Using seminars to educate clients and prospects is always a worthwhile
endeavor, and it should be your first priority when planning a seminar. But
seminars can also be an excellent way to reach specific predetermined
marketing objectives. To achieve both of these objectives takes good
planning and hard work, but the results will be well worth the effort.

CHAPTER

20
SURVEYS, FOCUS GROUPS,
AND INTERVIEWS

Tammy A. Linn
President, Tammy Linn & Company
Scottsdale, Arizona

INTRODUCTION
A regional CPA firm, widely known for its corporate and individual tax
practice, felt it had little reason to survey its client group. Over 40 percent of
the firm’s revenues were generated through tax work and that, most
partners felt, was indication enough that the firm was doing a good job of
meeting client needs.
Nevertheless, others persevered, sensing there might be an underlying
problem. Indeed, the tax practice’s rate of growth had softened, and if the
two-year trend continued, the long-term expansion of the department might
no longer be a given.
A written survey was prepared and distributed to nearly all of the firm’s
tax clients. A surprisingly large number responded, and the data was
tabulated. To the surprise of the tax partners, the firm received consistently
low scores on the quality of its tax planning service. In fact, the results
clearly indicated that most clients did not feel they had received any tax
planning services.
“But our life is tax planning” came the cry. Further study revealed that
while nearly all clients had received tax planning services, the partners and
managers did not make it a practice of pointing out how they went about
their work, or how much of their time was spent, not in compliance, but in
strategy. In the immortal words of Karl Malden, on behalf of American
Express: D on’t let this happen to you.
Many CPA firms, like the one just described, do an excellent job of
delivering service, but fail to find ways to communicate this fact to their
265
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clients. Client satisfaction research, in the form of surveys, focus groups,
and one-on-one interviews, can help you discover the thoughts, attitudes,
and perceptions of your clients. From there, you will be able to develop
marketing and communications programs that tell the story of your firm’s
strengths in ways your clients will find to be believable and well worth
paying for.
Client satisfaction research can also help you identify new service
opportunities, recognize areas that need improvement, and highlight supe
rior firm qualities and attributes. The results of surveys can also be
incorporated into performance evaluations or used to identify cross-selling
opportunities.
As with every other aspect of accounting firm marketing, anything that
is worth doing is w orth doing well. This chapter introduces the basic steps
in implementing written research surveys, focus groups, and one-on-one
interviews.

GETTING STARTED

Develop Research Goals and Objectives
To realize all of the benefits of client satisfaction research, begin by
developing research goals and objectives. Some possible goals include the
following:
■ To obtain a better understanding of our clients’ expectations of our firm,
its people, products, and services.
■ To determine our clients’ level of satisfaction with our firm, its people,
products, and services.
■ To learn about our clients’ perceptions of quality in the services they have
utilized.
■ To acquire information that can be used in shaping new products and
services.
■ To foster client goodwill toward our firm by demonstrating our interest in
their opinions about the quality of service we deliver.

Commit Yourselves to Acting on Survey Results
Survey results can be extremely powerful, sometimes devastatingly so,

especially when designed to answer your most urgent marketing questions. In
fact, it is important that partners understand they might not always like the
responses generated by the survey, and that they must be prepared, neverthe
less, to act on those responses. A failure to follow through with assurances
that client comments and suggestions will be acted on could have a more
negative effect on the firm’s image than acknowledging the fact there are
problems and making a public commitment toward resolving them.

CHAPTER

20

SURVEYS, FOCUS GROUPS, AND INTERVIEWS

267

Broadcast Goals and Intentions, Both Internally and
Externally
Once established, the firm’s survey goals and objectives should be dissemi
nated throughout the firm. This is particularly important when you plan to
use the results in partner or staff performance reviews.
Clients and other groups with a stake in the survey and its results should
also be notified. This is particularly true in the case of those who might later
be asked to participate in the survey itself. An effective letter or client
newsletter article can help stimulate interest in the process, and so help you
achieve a higher rate of response. Exhibit 20.1 shows a sample of a letter
that can be used prior to mailing out a written survey.

EXHIBIT 20.1

Sample L etter Sent Prior to Mailing a W ritten Survey
Date

Name
Address

Dear (First name):
During (months), we will be conducting a client satisfaction survey and
asking (many, hundreds of, a select group of, etc.) clients to share their
views with us. We are writing to inform you that you will be asked to
participate, and to express our hopes you will agree to do so.
The purpose of the survey is to obtain your opinions regarding the quality of
service you have been receiving, and to learn how well we are meeting your
expectations. The survey will only require a few moments to complete, but
will provide us with valuable information needed to ensure that the services
we provide you and other clients are of the highest order.
Once the results of the survey have been tabulated and analyzed, we will
prepare a detailed plan of action to improve any problem areas that have been
identified, and to develop new service areas that are needed by our clients.
(Optional) In order to ensure respondent confidentiality, we have retained
an outside firm to receive and compile the survey’s results. Consequently,
the self-addressed, stamped envelope that will accompany our written
survey will be addressed to (name of firm).
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We want to thank you, in advance, for your time and effort in this matter.
You are a valuable client, and we want to keep you happy.
Sincerely,

(Partner in Charge)

DESIGNING SURVEY AND INTERVIEW QUESTIONS
Determining which topics and issues to cover in a survey is a lot like going
to your favorite smorgasbord. A little of absolutely everything is nice, but if
you really indulge yourself, you won’t have a clear memory of anything you
ate. In a work group, or on your own, write down every topic and issue you
would ever want to ask your clients about. Then prioritize the list. Try to
limit yourself to about a dozen key issues. Here are some sample items, and
a sample survey is presented in Appendix 20.1.
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.

Overall quality of service.
Promptness in delivering the service.
Accessibility and responsiveness of partners and staff.
A demonstrated interest in the clients’ business, and in solving the
clients’ problems.
Industry expertise.
Effective communications about any delays.
Aggressive attitude in providing recommendations and finding solu
tions to problems.
Competence and friendliness of all relevant firm personnel.
Suggestions on improving service.
Referrals.
Firm image.
Awareness of other firms’ services.
General remarks.

Designing survey and interview questions that are clear, unbiased
and—in the case of interviews and focus groups—open-ended, is an art
form in itself. It is here, more than anywhere else, that you should consider
relying on a consultant with proven expertise in the field.
One way to find out whether your questions will work is to pretest them
with a very small group of clients. While this process will add more time
and expense to the research process, the effort will certainly be worth
while because it is only after you have reviewed the sample responses,
and attempted to tabulate them, that you will learn whether or not
your clients understood you. Why not avoid the frustration of mailing
out 500 surveys and tabulating the results, only to discover that 90 per
cent of the respondents misinterpreted some of your most important
questions?
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WRITTEN SURVEYS
Because written surveys gather information from a large number of
respondents, they offer the highest degree of statistically reliable data.
When administered properly, the results can be used to set marketing and
client service goals for the firm, as well as to establish a valid benchmark
against which future performance can be measured.
While offering many advantages, written surveys can have a down side.
They can be relatively expensive to design, administer, and tabulate. And
you will have to keep the number of open-ended questions you ask to an
absolute minimum.
Cost variables for a written survey are as follows:
1. Planning meetings to determine what topics/issues the survey will cover.
2. Professional time to write the survey instrument.
3. Typesetting and printing charges related to producing the survey, a cover
letter, reminder postcards, and outgoing as well as incoming envelopes.
4. Postage and return postage.
5. Data processing time to design a computer database for tabulating
survey responses.
6. Labor costs associated with collating the mailing.
7. Actual tabulation of survey results, including data entry, processing, and
report generation.
8. Preparation of a written report.
Some firms retain marketing consultants to handle this process for
them. If you exercise this option, you can expect to pay anywhere from
$7,500 to $15,000. Alternatively, you could do most of the work yourself, but
retain a consultant to review the survey instrument and make suggestions
about how best to present the final data. In this case, expect to pay in the
neighborhood of $3,000 to $4,000. These are rough estimates only. Always
ask for a written estimate prior to committing yourself.
Administering a client satisfaction survey on your own can be a
challenge because of the complexity of the research process. If you prefer
to take this course, take stock of your specialists and make sure you have
the following skills on board:
1. Research or marketing experts to develop and test the survey.
2. Administrative personnel to prepare mailings.
3. Computer consultants to develop a program to compile, tabulate, and
cross-tabulate survey results.
4. Marketing and research expertise to write and present the results and
facilitate planning meetings to determine what actions will be taken as a
result of the findings.
Whether you go it alone, or choose to retain an outside consulting firm,
Exhibit 20.2, a sample research timetable, may be of use to you as you
develop your plans.
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EXHIBIT 20.2

Sample Research Timetable: W ritten Surveys
Week
1
2-3

3

5-6
7-10

11-13
13
14
15

Activity
Establish survey goals, parameters, and budget.
Develop rough draft of survey instrument. If survey is to be
tabulated in-house, make sure computer programmer is involved
in design. Determine participants and target sample size. Obtain
partner review. Pretest the survey. Compose cover letter.
Begin developing mailing list/database of clients to be surveyed.
Prepare mailing: Typeset survey and reminder postcard; send to
printer. Order self-addressed or business reply envelopes.
Produce individualized cover letters. Have them signed, and com
plete the mailing.
Gather surveys; compile and tabulate data. Send reminder post
cards to those who have not completed the survey. Send thankyou letters or thank clients via firm newsletter.
Prepare research report.
Present the research findings and facilitate a partner action
planning workshop.
Determine action steps to be taken to improve client satisfaction.
Present research findings and action steps to all employees.

How long should the written survey be? Technically, the more ques
tions, the better. But stick to no more than two pages, or expect the rate of
response to drop off sharply. Unless you are surveying only longtime clients
and friends of the firm who will not mind giving you more of their time and
thoughts, it is best to keep your questions and the overall length of the
survey to an absolute minimum.
Who should be surveyed? Much will depend on your research objec
tives. A general opinion survey could be distributed to a majority of the
firm’s clients, whereas service- or industry-specific research could be
directed just to those meeting specific criteria with respect to industry or
profession, fee range, service utilization, partner responsibility, or A client
list versus B client list.
While surveying all clients would give you the most accurate picture,
this is not always a realistic option because of the cost involved. A random
sampling of 25 to 50 percent of the client group should still allow for a
statistically accurate sample. Remember that as you cross-tabulate by
specific variables, such as responsible partner, your sample size shrinks
dramatically. Take this into consideration as you balance economies with
the desire to obtain technically reliable, actionable data.
Expect a response rate of between 60 and 70 percent, so long as you
carry out the following recommendations:
■ When mailing the survey, include a personalized cover letter from the
client’s partner or principal contact, along with a postage paid return
envelope.
■ Always use first-class mail.
■ Indicate a return date in the letter and on the survey.
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■ Mail reminder postcards approximately seven days after the survey is
mailed. See Exhibit 20.3 for example.
■ Send thank-you letters immediately, or publish an article in your next
client newsletter. See Exhibit 20.4 for sample article. If the survey is
anonymous, publish a thank you message in your next newsletter. This
last suggestion won’t increase your response rate this time around, but it
might help when you repeat the survey.

EXHIBIT 20.3

Sample Reminder Postcard

HAVE YOU COMPLETED (NAME OF FIRM)’S CLIENT
SATISFACTION SURVEY YET?
Recently, you received a client satisfaction survey from our firm. Your
comments are important to us, as they will help us to determine how we can
improve our services to you.
If you haven’t already done so, please take a couple of moments to complete
the questionnaire and return it to (us or the outside firm address). Or, call us
and we will send or fax you another one.
Thank you for your time and input!

EXHIBIT 20.4

Sample N ew sletter A rticle
THANK YOU CLIENTS!
Over the last couple of months, many clients were called upon to give us
their input on the level of satisfaction with our services and to offer us
advice on improving the products and services offered by (name of firm).
Because of your insight, we have made many changes and improvements
throughout the firm. Some of these include:
(list two—four changes or improvements being made that were most
requested and/or will affect the most clients).
Again, thank you for your input. If you have additional comments
or recommendations on the quality of service or the services offered
by (name of firm), please feel free to call me personally at (telephone

number).
(Signature and name of partner-in-charge or managing partner)
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What about anonymity? There are advantages and disadvantages to an
anonymous survey. One advantage is that respondents might offer a more
honest and open assessment of the firm’s performance. A key disadvantage
is that respondents who have a specific complaint might feel frustrated
because they will not be assured of having their concern addressed. If this is
your only objection to making the survey responses anonymous, you could
have a place on the questionnaire where people can put down their names if
they want to be contacted about a particular grievance. Whichever course
you choose, it is important that you tell survey participants how you will be
handling the survey, and then live up to your commitments.

FOCUS GROUPS
A formal focus group study is an ideal method for gathering qualitative
information from a relatively small group of individuals—usually eight to
twelve. This approach offers two significant advantages. First, it allows the
interviewer to be face to face with the respondents. The facilitator can
therefore probe for more detail on specific issues and make note of relevant
nonverbal cues. Obviously, these benefits cannot be realized in a written
survey.
A clear disadvantage of the focus group approach is that the sample size
is relatively small, and it is not safe to assume the opinions gathered from
the focus group represent the views of the entire client base. You should
therefore be careful about using the findings as a reason to change firm
procedures, add or discontinue client services, or engage in costly new
marketing programs.
Focus groups may work best when they are used in conjunction with
written surveys. For example, by meeting with a focus group first, you can
develop an agenda of areas of concern that can be explored more fully in a
written survey. Or, conduct the written survey first, and then use focus
groups to get more detailed information about problems identified through
the w ritten survey.
How are participants selected, and how do you get them to participate?
As was the case with written surveys, much will depend on your research
objectives. If your goal is to determine overall client satisfaction, then it is
best to include a good cross section of your client base. If, on the other
hand, you want to learn more about perceptions of a particular practice
group, say the audit practice, you might instead select the firm’s top audit
clients in terms of billings.
The firm’s partners can help you identify which of their clients would be
interested in participating, and which would be most candid and forthright
during the focus group session. Even after the clients are selected, partners
should always initiate contact with, then act as liaison to, the clients who
are involved in the focus group process.
The general rule of thumb is that focus group participants should be
compensated for their time. Usually, participants are paid cash, and the
amount they receive varies with their professional standing and with the
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amount of economic sacrifice they have made by giving you their time. For
instance, physicians and executives should be paid between $100 and $200
for their time; bookkeepers or blue-collar workers could be paid between
$25 and $50.
Who should be the facilitator? Focus groups are only as good as their
facilitators. Marketing directors with experience in facilitating focus groups
may be able to facilitate your research. However, a trained outside facilita
tor with no vested interest in the outcome of the study will be less likely to
inject a bias into the final report. A good facilitator will also make sure that
everyone in the room has equal time to offer opinions, and can move the
group promptly from one topic to the next, ensuring that all pertinent issues
are covered in the time allowed.
Avoid using a partner or manager in the firm as a facilitator, unless he or
she comes from another office and has had little or no prior contact with the
focus group participants. Respondents will be far more likely to air their
grievances if they feel their remarks are not directed to someone in the
room with them at the time.
Where should focus group sessions be held? It is recommended that
focus group sessions be held off site. There are several advantages to this
approach. First, the discussion will be held on neutral territory, thus
enabling the focus group participants to be more objective, and at the same
time more forthcoming, in expressing their opinions. Second, interruptions
and distractions can be kept to a minimum.
If you are handling the focus group on your own, consider holding the
discussion in a local hotel conference room. If you have retained a
consulting firm to assist you, they probably have a conference room ideally
suited to your needs. In many instances, these research organizations have
an adjoining observation room, which is separated from the conference
room by a one-way mirror. They should also have videotaping equipment,
so the entire session can be recorded (this assumes, of course, that you
have not promised the focus group participants anonymity).
How long can a focus group discussion last? Ideally, the discus
sion should not last more than 90 minutes, with two hours as a max
imum. After about 90 minutes, the chances for participant burnout increase
exponentially, and chances are good their responses will become increas
ingly negative. Regardless of the length of the session, always provide
a wide array of beverages along with some type of snack or light lunch
food.
What about anonymity? In a focus group situation, it is far more difficult
to ensure anonymity. Because the survey population is so small, a shrewd
reader may be able to link specific remarks to their source. However, the
focus group facilitator can be asked to compile a report without attributing
remarks to any particular individual. And, as was the case with written
surveys, you should follow through with whatever procedure you told the
focus group participants you would employ. Again, always follow up with a
thank-you letter that expresses your appreciation for the participant’s
involvement, and promises to report findings as soon as they have been
tabulated and analyzed.
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Focus group questions are not unlike those used in one-on-one inter
views, a sample of which can be found in Appendix 20.2.
The costs associated with focus groups vary, but there are certain
variables you should consider as you assemble a budget: professional
service fees for the facilitator, rental of an off-site facility for the sessions,
audio/visual equipment to record the group’s responses, participant com
pensation—usually a nominal amount of cash, and catering. While record
ing the respondents’ remarks may seem like anathema, this is a critical
component in the success of the process. Facilitators must be able to focus
all of their energies on doing just that—facilitating and probing for more
details when circumstances warrant. If they must instead concentrate on
taking notes, they will not be able to do a good job of obtaining important
information for you.

ONE-ON-ONE INTERVIEWS
One-on-one interviewing can be an effective alternative to focus groups. It
takes more time and effort to survey a dozen people this way, but the
interviewer can explore each person’s concerns more fully, because it is not
as necessary to stick to the agenda. Instead, the interviewer can choose to
probe for more details on a particular matter, should the situation warrant.
Like focus groups, one-on-one interviews may be best when used in
conjunction with written surveys. For example, if you have plans to conduct
written surveys once a year, you could schedule a dozen interim one-on-one
interviews to keep your finger on the pulse of client opinion. It is also a good
way to monitor client perceptions of the actions taken as a result of last
year’s survey.
The costs associated with one-on-one interviewing include planning
and survey design, advance notification of participants, interview time, and
of course, the time required to tabulate and analyze findings.
How are participants selected, and how do you get them to participate?
Again, much depends on your research objectives. If you are determined to
find out why clients are leaving the firm, the clients who have recently
departed, or those who have indicated they intend to leave soon, should be
targeted. If, on the other hand, your goal is to assess potential market
demand for a new service, it may be better to select your participants
almost at random.
Who should conduct the interviews? It is best to arrange for an
independent third party, preferably a marketing consultant or an in-house
marketing director, to handle these interviews. The clients being inter
viewed are far more likely to be completely open with someone who has not
been servicing their account. A well-trained consultant will also be more
likely to do a better job of probing for more information on a particularly
important matter and of noting significant nonverbal cues.
If you choose to utilize a firm member, it is best to ask a partner or
manager from outside the local office to handle the interviews. If yours is a
one-office firm, make sure the partner or manager is not someone who has
handled the client’s work in the past.
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As a rule, it is best to conduct interviews in the client’s office, instead of
in your firm’s offices or at a restaurant. The interview should never exceed
one hour, unless the person being interviewed seems anxious to continue.
Here are some tips on handling interviews:
■ Obtain as much information as possible about the interviewee before the
meeting. The interview will be more organized and go more smoothly.
■ You can break the ice and get better acquainted by asking the client some
general questions about his or her business.
■ Send meeting confirmation in writing prior to the interview.
■ Don’t be afraid of probing the client about his or her reasons for feeling a
certain way.
■ If the client doesn’t understand a question, give him or her an example of
what you mean.
■ Take good notes, or consider taping the interview. Always ask for
permission before using the tape recorder.
■ Good eye contact is important—it shows you are really interested.
Again, it is important to follow up quickly with a personal thank-you
letter which contains, among other things, assurances that the client’s
specific areas of concern will be redressed quickly. When it comes to
one-on-one interviews, anonymity is not a central issue. In fact, the client
may very well perceive the interview as being a kind of stylized problem
solving session. He or she would therefore expect to have his or her
comments forwarded to the parties involved.
The cost factors involved in one-on-one interviews are as follows:
determining the topics/issues to be covered, designing questions, schedul
ing the interviews, training, and preparation time for the interviewer(s),
tabulating results, preparing the written report, and presenting interview
findings.

WRITING UP AND INTERPRETING SURVEY RESULTS
After the survey data has been compiled and tabulated, a written report
should be prepared and then presented as quickly as possible. In the case of
a written survey, the report should include the following:
■ A review of the survey process: the motive for the study, who was
involved in developing the topics/issues covered, who wrote the survey
instrument, how the sample group was selected, the percentage of those
surveyed who responded, and any common characteristics of the survey
pool.
■ A three- to five-page summary of findings.
■ The raw data, in table form.
■ All open-ended remarks written by survey participants.
■ Cross-tabulations.
The report for a focus group or a series of one-on-one interviews would
be similar in format. Unless the survey was designed to be completely
anonymous, a list of participants should be included.
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POSTANALYSIS ACTIVITIES
As suggested earlier, the way in which a firm publicizes and acts on the
findings of its surveys is almost as important as conducting the surveys.

Report Preliminary Findings to Firm Personnel
Almost immediately after the survey has been tabulated, firm management
should report the survey’s most significant findings to all personnel. While it is
important to highlight some of the best news the survey has disclosed, it is
also vital to be candid about any negative criticisms expressed by respon
dents. A significant exception, of course, would be any criticisms directed at
an individual (these kinds of comments should be disclosed to the individual
in private, if at all). These results can be released in the form of a memoran
dum, or better yet, presented at a staff meeting, thus enabling staff members to
ask questions and discuss the implications in general terms.

Hold a Strategic Planning Session
Soon after the general meeting, the firm’s partners and managers (or an
executive group) should meet to review the survey results in greater depth. At
this meeting, the group should reach consensus about how they will capitalize
on their areas of strength and how they will work to resolve areas of weak
ness. As was the case in the first round of evaluating the survey results, the
group’s decisions should be broadcast to firm members as soon as possible.

Report Back to the Clients
Once concrete action steps have been agreed on, it is time to communicate
with your clients, or at least with those individuals who participated in the
study. Here candor is vital, even if it can sometimes be disagreeable. There
is no harm in pointing out how well your firm did in the survey, but it is also
important to own up to areas of weakness and then to outline the steps that
will be taken to improve them.
If you surveyed most, or all, of your clients, the best way to communi
cate with them would be through a letter, or through an article in the firm’s
client newsletter. If, on the other hand, you utilized focus groups or
one-on-one interviews, and targeted a specific area of concern, it may be
better to communicate directly, usually in a face-to-face meeting, with each
of the clients affected.

CONCLUSION
In closing, there are several items you may want to keep in mind, to ensure
the success of your research process.
Obtain the full commitment of your firm’s management team before
embarking on this process. The hours and dollars committed can be
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significant, and everyone involved should have a full understanding of the
program.
Whether you find them inside your firm, or choose from among
consultants, make sure the work is handled by seasoned professionals.
Written reports should be professional and easy to read.
Always thank clients for participating, and find a way to report the
results of the study to them as quickly as possible. Make sure you inform
them of any action steps you will be taking as a result of the survey process.
If you promise confidentiality to participants, enforce your promise rigor
ously.
Finally, remember that the research processes described here are only
as good as what you do with the findings.

Here is a list of further reading recommended by the author:
Karl Albrecht, A t A m erica’s Service, (Homewood, IL: Dow Jones-Irwin,
1988).
Leonard L. Berry and A. Parasuraman, Marketing Services: Competing
Through Quality, (New York: Free Press, 1991).
Michael LeBoeuf, How to Win Customers and Keep Them fo r Life, (New
York: Berkley Books, 1989).
Bruce W. Marcus, Competing fo r Clients in the 90s, (Chicago: Probus,
1992).
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APPENDIX

SAMPLE QUESTIONNAIRE
WITH COVER LETTER

CLIENT SATISFACTION SURVEY COVER LETTER (SAMPLE)
Date
Client Name
Company
Address
Dear (name):
(Firm name) is committed to providing high quality service to our clients.
To help us achieve and sustain that goal, we would like to know your views
regarding the level and quality of our service.
Please take a few moments to complete the enclosed (questionnaire or
client satisfaction survey) and let us know how we’re doing. Your (frank or
honest) answers will help us identify our strengths, as well those areas that
need improvement. Please return your completed survey by (date) in the
enclosed self-addressed (stamped) envelope, (or We have contracted with
an independent firm to assist us in this effort, therefore, please return your
responses in the enclosed envelope addressed to [name of firm.])
Thank you in advance for taking the time to complete this questionnaire. The
satisfaction of our clients is very important to us and we value your opinion.
Sincerely,

(Partner Name)
(Firm Name)
Enclosures
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SAMPLE CLIENT SATISFACTION SURVEY
Please answer the following questions to the best of your ability, using the
following key:
VS—Very Satisfied
S—Satisfied
SS—Slightly Satisfied
SD—Slightly Dissatisfied
D—Dissatisfied
VD—Very Dissatisfied
How satisfied are you with the firm in the following areas? (Please circle
one number for each answer.)

Overall quality of service
Responsiveness to your needs
Timeliness of work and service
Communicating with you regarding any delays
in the work or service
Keeping you informed on new tax legislation,
business topics, etc.
Providing recommendations and solutions to
your business problems
Understanding of your business

Knowledge of your industry
Competence of firm personnel
Professionalism of firm personnel
Firm personnel making you aware of other
areas in which the firm can assist you
Firm personnel are accessible when needed

VS

S

SS

SD

D

VD

5
5
5
5

4
4
4
4

3
3
3
3

2
2
2
2

1
1
1
1

0
0
0
0

5

4

3

2

1

0

5

4

3

2

1

0

5

4

3

2

1

0

VS

S

SS

SD

D

VD

5
5
5
5

4
4
4
4

3
3
3
3

2
2
2
2

1
1
1
1

0
0
0
0

5

4

3

2

1

0

(optional)
Do you read the firm new sletter?____ Y es____ No
(optional)
If yes, how satisfied are you with the
5
4
3
2
1
0
newsletter?
What do you like best about working with our firm?____________________
What do you like least about working with our firm?___________________
Have we ever asked you to recommend u s ? ____ Y es____ No
Would you give us referrals if asked?____ Y es____ No
If no, why won’t you recommend our firm to others?___________________
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Please check the services we currently provide to you:
____ Auditing
____ Tax planning and/or preparation
____ Management advisory services
____ Accounting services or small business services
____ Computer consulting
____ Other________________________________________________________
Please indicate your annual professional accounting fees:
____ Less than $500
____ $501-$l,000
____ $l,001-$l,500
____ $l,501-$2,000
____ $2,001-$2,500
____ $2,501-$3,000
____ Over $3,000
Is there anything else you think the firm should know about how we
can improve our service to you?_____________________________________

THANK YOU FOR YOUR PARTICIPATION!

20.2
APPENDIX

SAMPLE ONE-ON-ONE
INTERVIEW QUESTIONS

C lient Profile (complete this information prior to the interview)
Services provided:_____________________________________________
Firm client since:__________ Partner-in-charge:___________________
Staff on account:______________________________________________
Has there been staff turnover on the account?_____________________
Payment record (30,60,90,120 days):______________________________
Other com m ents:______________________________________________

1. What do you expect from an accounting firm?
2. What’s the most important factor to you in choosing an accounting
firm?
3. Why did you choose (firm name), and why do you remain a client?
4. Overall, how satisfied are you with the quality of work and services
provided by (firm name)?
5. What could (firm name) do to become your ideal accounting firm?
6. Now, more specifically, please offer your recommendations on how
(firm name) can improve in the following areas:
a. Timeliness of service
b. Responsiveness to your needs, questions, calls
c. Advice that will help you better run your business
d. Understanding of your business and industry
e. Communication regarding project status, opportunities, delays, etc.
7. What do you expect from the firm personnel who work with you or on
your account?
282
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8. Is there anyone in particular who has provided exceptional service to
you or your company?
9. Please give us your recommendations on how (firm nam e)’s people
could be of better service to you.
10. Have you ever recommended (firm name) to anyone?
11. If no, would you be comfortable with recommending (firm name),
should the opportunity arise?
12. Are you aware that (firm name) offers a wide variety of services other
than (the services the interviewee receives), such as:
13. Do you have any other recommendations or suggestions for (firm
name)?
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CHAPTER

TRADE SHOWS

M arguerita F. Shea
Manager of Special Events, Price Waterhouse
New York, New York

INTRODUCTION
Among the myriad of marketing tactics available to accounting firms, one of
the last to be embraced was the trade show. Perhaps it was perceived as
belonging to the world of product marketing. Whatever the reason, account
ing firms did not venture into this new territory until the early 1980s. Now,
all of the Big Six, many of the second-tier national accounting firms, and a
number of regional and local firms regularly employ trade shows as a
vehicle for reaching clients and prospects in many industries.
Trade shows are as varied as their sponsors. In general, their purpose is
to allow businesses of all kinds to come into direct contact with prospective
consumers and to demonstrate their products or services. A show put on by
the chamber of commerce might be held in a local hotel, and take up no
more than one average-sized conference room. The companies exhibiting at
such a show would probably be local service companies that have identified
small business owners as their primary targets. At the other end of the
spectrum is COMDEX, the world’s largest computer trade show in terms of
exhibitors and attendees. COMDEX’S 1,500 booths are occupied by hard
ware and software product companies, as well as computer consultants.
Whereas the show focuses on computing, audience members have a wide
variety of backgrounds, interests, and needs: from personal computing to
computer-aided design; from real-time operating systems to sophisticated
computer-driven graphic design and printing. Some shows last for just a few
hours; others go on for days. Some shows accompany an educational
conference, while others stand alone.
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The cost of exhibiting at a trade show is just as varied: A simple one-day
exhibit at a local hotel might entail an expense of just over $200, while
participating in a multiday national convention could cost as much as
$15,000.
What are the benefits? If you choose a trade show that successfully draws
the audience you want, you will have the opportunity to meet with dozens—
possibly hundreds—of qualified prospects. And you will be able to reach them
all within a matter of hours or days, rather than the weeks or months it might
have taken, had you resorted to other marketing approaches.
At the same time, trade shows cannot, and should not, exist in a vacuum.
Your firm’s decision to exhibit should be driven by the goals outlined in the
marketing plan. In other words, you should only commit to trade shows
when you believe they are the best way to achieve a specific marketing
objective.
Finally, trade shows should always be linked to the firm’s other
marketing efforts. If, for instance, your firm has decided to target the health
care industry, participating in relevant trade shows may be a good idea. But
it cannot be the only idea. Your effort to reach members of this market
segment cannot rest on a single marketing device: You must incorporate
other tools, such as direct mail, public relations, and surveys to create a
year-round program of communications and sales.
The benefits of participating in trade shows can be tremendous, but
careful planning is required to make sure your investment pays off. This
chapter contains advice that both the novice and experienced exhibitor will
find quite useful. The topics cover everything from setting goals and
deciding where to exhibit to scheduling and staffing. We also cover
budgeting and putting all your plans into action.

STEP 1: SETTING GOALS FOR THE TRADE SHOW
As with any other marketing tactic, the first and most important step is to
develop some goals. In other words, you need to define what you really
want to accomplish at the show. Several possibilities come to mind:
■ To generate new leads,
■ To reinforce relationships with existing clients,
■ To improve the firm’s visibility,
■ To introduce a new service, and
■ To keep pace with rival firms.
Another possibility is to conduct market research. Many companies
take the opportunity they have in meeting with customers and prospects to
interview them on their needs and opinions about the products or services
they offer.
Whatever the goal, it is also important that you attempt to quantify it.
For example, if your primary objective is to generate new leads, your
objective statem ent might read like this: “Our goal is to generate new leads.
We will have achieved this goal when we have collected the business cards
of 200 (or some other number) A-level prospects, and have personally
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contacted each of those prospects within 48 hours after the end of the trade
show.” Of course, this type of objective is much easier to quantify and
measure than some of the others, like “keeping pace with rival firms.”
Nevertheless, the more precise you are in setting goals, the easier it will be
to evaluate the results of your investment after the show is over.
Be cautious about your expectations with respect to making sales.
Trade shows are not really designed to facilitate closure, especially when
the service being m arketed is something as abstract as accounting services.
It is better to think of trade shows as an excellent opportunity to come face
to face with clients and qualified prospects.

STEP 2: DECIDING WHERE TO EXHIBIT
Once you have decided what you want to accomplish by exhibiting, it’s time
to decide where to exhibit. Your best resource is your own firm’s experts:
industry specialists and marketing staff. If they are not aware of the target
industry’s key shows, you can turn to the Encyclopedia o f Associations
(published by Gale Research), which lists thousands of industry and
professional organizations across the United States. Most of these groups
sponsor conferences or conventions that include exhibits. To facilitate your
research, the names of the organizations are listed under key words.
The Trade Shows and E xhibits Schedule (New York: Bill Communica
tions) is another good resource. This annual publication lists the largest
shows in both the United States and Canada.
If you are planning to exhibit in your local area, contact the chamber of
commerce. The chamber should have a list of shows that will be held in the
local area. Many chambers also sponsor shows, and they can be a good
place to exhibit if your firm has targeted small business owners. Once you
have drawn up a preliminary list of shows, you need to do some basic
research to find out which ones will best meet your needs.

Review Background Information
The first step is to contact the show’s sponsors, and ask them to send you
any literature they have about the show. As you review the materials
provided, ask these questions:
■ Is the targeted audience right for us?
■ Will this target audience actually attend the show?
■ What are the show’s organizers doing to get them there?
■ What kinds of preshow promotions and advertising does the show’s
sponsor have in mind?
■ Do we have what this target audience wants, in terms of services and
products? Can we provide these services and products profitably?
■ Do we have the people needed to market our services at the show, and
will there be enough professionals available to deliver the services once
we have sold them?
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Walk the Show
If you can answer the questions just listed in the affirmative, there’s one
more prudent step you owe your firm before signing a contract for exhibit
space: Go and walk the show yourself. By observing the show in action, you
can acquire important information about its performance that you cannot
glean from the show’s promotional literature. Here’s a checklist of items to
review when you walk the show:
1. Who are the other exhibitors, and how are their booths decorated?
2. How are they communicating their messages, and what is the audience
response?
3. What is the traffic flow through the exhibit hall, especially if the show is
being held in conjunction with educational seminars?
4. Are the exhibitors using giveaways, and if so, what kind of merchandise
are they using?
5. Are the attendees spending time talking with exhibitors, showing a
genuine interest in their products and services?
6. Are the attendees the real decision makers, or is the show population
comprised of mostly technicians or support staff who may only influence
a management buying decision?
By walking the show you can also figure out where to request booth space
for the next year, when you might be an exhibitor yourself. If there are food
service or lounge areas where attendees tend to congregate, a nearby booth
could attract heavy traffic. Or, if there are very large exhibitors (not the
competition, of course) you might want to request space near them.
What are the indicators that a trade show will really draw the right sort
of people? Look at the target industry’s key publications: Are they writing
up the show? Are the show’s promoters doing an effective job of advertising
and promotions? Does the show have a long history—has it been around for
years and years, or is this only its third or fourth season? What is the word
on the street about the show? What do your clients in the target industry say
about it? Has attendance grown or declined over the years? Are there
enough free time slots in the conference’s schedule to allow attendees to
spend time in the exhibit hall?

STEP 3: DEVELOPING A BUDGET
A very rough rule of thumb is that the total out-of-pocket cost to exhibit is
five times the cost of your space. So if renting the exhibit space will cost
$1,500, you can estimate a total cost (personnel costs excluded) of $7,500.
This figure includes the cost of buying or building a booth. If your firm
already owns one, you can deduct about 20 percent from this estimate
(leaving a total cost of approximately $6,000).
Reminder: These estimates do not include the expenses of your staff,
nor do they include such extras as giveaways and the cost of producing
promotional literature for the show. They do include the cost of shipping,
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freight handling, rentals at the show, and other booth-related expenses.
Remember that exhibit organizers will charge you for everything, from
electrical wiring and equipment rental (tables and chairs, ashtrays, and
carpeting) to nightly cleaning and freight handling. In many cities, the wage
rate for labor is usually set at union levels.

STEP 4: PUTTING THE PLAN INTO ACTION
Once the decision to exhibit has been made, planning should begin
immediately. Months before the show, you should decide how many people
will be needed, and determine if they will be available. Try to select people
who are experts in their field, and make sure there will be enough partners
present so at least two can be in the booth at all times.
Once you have your people lined up, reserve booth space. The number
of people you can send is one of the key determinants of how large your
booth can be, as you will need at least two people for each 100 square feet of
floor space.
Some show sponsors rent booth space on a first-come, first-served
basis. However, many shows reward longtime exhibitors by granting points
based on the number of years they have been with the show, coupled with
the size of their booths. The more points an exhibitor has earned, the better
the booth. It is not unusual in large well-established shows for an exhibitor
to have to work his or her way up over a period of years from outlying space
to a more desirable location. So, to improve your odds as a first-timer,
reserve your space as far in advance as possible—this can be up to a year
before the show actually takes place.
Most show organizers require a 50 percent down payment at the time
you execute a contract for space. This down payment may or may not be
refundable if you change your mind later on. As with any contract, read the
fine print (and have your counsel review it if possible) so you know your
rights and obligations before you commit. Some contracts have their
regulations printed on the back. Check for restrictive clauses (e.g., no
giveaways, no demonstrations, no live models, etc.) that might conflict with
your marketing plans.
If you don’t have a booth, you can rent one, or have one built. If you
choose to rent a booth, you will be limited in your ability to present a
customized image of your business and its services. If you decide to buy
one, you will probably be interested in a modular booth, since it is less
expensive to buy, transport, and install. The Exhibit Designers and Produc
ers Association (EDPA) can provide you with information and guidelines on
designing and building a booth, and can also give you a list of nearby booth
manufacturers. Contact the EDPA at 611 East Wells Street, Milwaukee, WI
53202. The telephone number is 414-276-3372.
Before contacting vendors, put together a list of your needs, such as size
(10 X 10 feet is the smallest), tabletop versus freestanding (floor) models,
permanent graphics (one message for all audiences) versus back walls
capable of accepting hook-and-loop tape or double-faced tape on the
removable graphics.
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Unless you have some official colors or some firm identification
standards, you might wait to discuss your choices of colors with the
designers you talk to. Try to get at least three different proposals. Just by
looking through the vendors’ proposal sketches you will acquire valuable
information and insights that will help you make a good decision about the
type of booth you will ultimately buy.
Another valuable resource for novice exhibitors is membership in the
International Exhibitors Association (IEA). This organization is made up of
companies that exhibit, along with the businesses that supply them.
The IEA sponsors annual conferences that are geared to the needs of
novices as well as experienced trade show professionals. The IEA also
publishes materials of interest to new exhibit staff. The IEA can be reached
at 5103-B Backlick Road, Annadale, VA 22003. The telephone number is
703-941-3725.
Trade Show Week is another valuable resource. This magazine is
published semimonthly by Trade Show Week Publications, 12233 West
Olympic Blvd, Los Angeles, CA 90064. The telephone number is 1-800-5218110 (from New Jersey, dial 908-665-6744).
Finally, an excellent primer is E xhibit Marketing: A Survival Guide fo r
Managers, by Edward A. Chapman, Jr. (New York: McGraw-Hill, 1987). This
book includes some very useful materials on line-by-line budgeting and
designing and building booths.

STEP 5: DEVELOPING A MESSAGE
Trade show industry surveys suggest that you have only seconds to capture
the attention of attendees as they walk by your booth. Don’t make the
mistake of trying to give each person a complete list of the services your
firm provides. Instead, you must devise a crisp one-sentence message that
tells listeners “w hat’s in it for them.” Marketing professionals refer to this as
the benefits statement.
It takes time to devise a message that conveys the most important idea
or concept you want your audience to remember. But it will be worth it if
you can manage to make your message stand out from among the dozens or
hundreds of other messages that will bombard the senses of the average
show attendee on a single round of the exhibit hall. For example, if you’re
going to promote financial services at a health care industry show, you
might try this message:
You keep your patients healthy . . . We’ll keep your business healthy.

Or, if one of the firm’s health care industry experts has just published a
book that is well regarded, make sure your booth lets everyone know. For
instance, you could have a banner that states,
We wrote the book on feasibility studies . . . Let’s talk!
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STEP 6: PLANNING A TIME LINE

Twelve Months Before Show Date
Walk the show floor. Reserve your booth space for next year’s show now, or
as soon as the show’s sponsors will allow.

Six Months Before Show Date
Establish a plan of action on how you will follow up on leads generated at
the show. Determine your need for handout materials, and—if not already
printed—take steps to design and produce them. Tie the message and
appearance of your handout materials to the main message in your booth.

Four Months Before Show Date
Plan activities that will draw traffic to your booth. If you have a mailing list
of clients and prospects, invite them to visit your booth at the show. Ideally,
the mailing piece should repeat the key booth message.
If the budget allows, begin searching for a giveaway, and place an order
(it could take some time to get the proper item and have it personalized with
the firm’s name and a marketing message). A giveaway is an item of
merchandise you offer to the people who visit you in your booth. Some
exhibitors use it to capture the attention of passersby, while others give
them out as a sort of keepsake, and only after they have had the chance to
talk seriously with the prospect.
A giveaway can be anything, even if it doesn’t connect with accounting.
For example, if an industry is facing uncertain times, a stress card that
changes color when held in a person’s hand might be a clever idea. You
could imprint the firm’s logo along with an offer to help the reader deal with
his or her stress. This may sound hokey to you, but it’s all part of being in
show business.
If you’re looking for a source for such items, you might consider
contacting some of the advertising specialty firms in your city (they’re listed
under that heading in the yellow pages). If you can describe the people you
will be dealing with, and explain what you are trying to sell, these specialists
can be quite creative in suggesting items that would appeal to your
audience.

Three Months Before Show Date
If the show has a journal, consider running an ad that invites readers to visit
your booth. This is especially important if you have never exhibited at this
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show before. Finalize the design of your booth graphics, incorporating the
main message you planned.

Ten to Twelve Weeks Before Show Date
By this time you should have received the paperwork relating to the actual
show: orders for labor, electricity, cleaning services, and so on. Most shows
offer discounts for orders placed early.

Eight Weeks Before Show Date
Meet with your staff and confirm who is going, how they will travel, and
when they are expected to arrive. Some shows offer discounted airfares and
hotel rooms, so make sure your people take advantage of these savings.
Schedule a preshow orientation and rehearsal for all booth staff. This
session should take place just before the show opens, to ensure that
everyone delivers the same message and is familiar with the materials and
giveaways that will aid them in selling.

Four Weeks Before Show Date
Confirm arrangements to ship your booth, if your firm owns one, or finalize
rental agreements if you are renting one. Prepare a lead tracking form your
staff can use in the booth. The form should allow space for attaching the
prospect’s business card, and lines to capture pertinent information if the
prospect does not have one. Include a checklist of products or services that
should be reviewed with the prospect when you follow up after the show.
Some forms also include a very basic qualifying system that lets the staff
member rate each prospect as an A-B-C or hot-medium-cold lead. This gives
you an immediate indication of which prospects should be called within 48
hours, and which should only receive an obligatory “thanks for stopping by”
letter within three weeks.

Two Weeks Before Show Date
Remind staff about show dates and times and reconfirm the time and
location of your orientation meeting.

One or Two Days Before Show
Arrange for someone to arrive at the show site one or two days early, to
supervise show labor and booth setup. You can pay for someone to do this
for you, but many show managers prefer to be there in person. Now is also
the time to hold that all-important staff briefing. If it’s allowed, go to the
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booth and hold the rehearsal there so everyone is familiar with the
materials available, where they are stored, and so on. This is a critical step
if you have a large booth with extensive handouts or giveaways or hands-on
computer demonstrations.

After the Show
After overseeing the dismantling and shipping of your booth and show
materials, fax all the really hot leads back to your office, with instructions
for immediate follow-up. You can follow up on the balance of the leads once
you return to the office. Back at the office you should arrange to have the
written follow-ups done: literature sent, if it was requested, and at least a
thank-you note to all who stopped by.
Reminder: These leads are the product of a great deal of expense and
hard work, and should be treated accordingly. At the show, be sure to keep
them secure and take them to a safe place (probably your hotel room) at the
end of each day. Carry them back to the office with you—don’t ship them.
When the show ends, your people will be tempted to set their leads aside
and return to the more immediate pressures of client service. You should
therefore make the effort to follow up on all leads within a m atter of days.

STEP 7: WORKING THE BOOTH
Just as with any sales or prospecting interaction, the art of working a trade
show booth can seem puzzling and even arcane to newcomers. Here are
some tips on how to make your time more effective.1
■ Make a good first impression: It may be the only thing that prospects
remember. Trade show visitors are bombarded with sales pitches and
sales messages at trade shows, and little, if anything, of what you say
about your firm will be retained. Instead, focus on qualifying the prospect.
Leave the technical details for a follow-up meeting or telephone call.
■ To get a conversation started, ask an open-ended question. Never ask,
“May I help you?” Most people are programmed to answer that question
with a firm “no.”
■ Offer your card first, and then give the other person a chance to offer his
or hers. Keep a file box with 3 X 5 cards to record the names of individuals
who do not have their own business cards.
■ As you speak with your prospect, jo t down his or her interests or concerns
on the back of a business card or on an appropriate lead tracking form.
That way, when you have returned to the office and are preparing a
follow-up letter, you can provide relevant information or focus your
message on his or her unique concerns.
1These suggestions were drawn from an article entitled “Reach Niches Through Trade Show
Marketing,” which appeared in a special supplement, “Marketing 101,” of the February 18,
1991, issue of Accounting Today.
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■ If your conversation is going to last more than five minutes, you should
move to quieter quarters.
■ While it is valuable to display firm literature, if large quantities are lying
around for people to pick up, they may be treated as another cheap
throwaway. Leave only a few copies of each piece of literature out on the
table. Offer brochures and other pieces to each prospect.
■ Appearances can be deceiving. Many important decision makers dress
informally at trade shows to be inconspicuous or to relax while they are
away from the office.
■ Some people pause in the aisle in front of the booth, but hesitate to
cross the invisible line into the booth. Bring them across that psycho
logical barrier by offering an outstretched hand and saying, “Hi, I’m
Jane Doe from the XYZ Firm.” Then, outwait their silence until they
respond.
■ Fatigue is the biggest enemy. No one should be on booth duty for more
than two or three hours at a time. And never sit down in the booth. Instead
go and have a cup of coffee in the exhibitors’ lounge provided by many
shows.

THE LAST STEP: EVALUATING RETURN
ON INVESTMENT
While capturing the costs of a trade show is a fairly simple task, it is not so
easy to evaluate its benefits. It takes time to pursue all of the leads
generated at the show, and it is difficult to assign an actual dollar value to
such outcomes as increased visibility. And some of the business that comes
from a trade show may take up to a year to develop.
To do a better job of tracking the outcome(s) of exhibiting a trade show,
be sure to ask all involved firm members to report on any new clients,
or new business, that resulted from a contact at the show. In many cases
the fees derived from just two or three engagements is enough to offset the
total cost of exhibiting. And remember, there’s always the chance someone
will remember your booth, your staff, your firm even after a year has
passed.
It is important for the exhibits manager, particularly if he or she is not a
partner, to be sensitive to the need for review and authorization of all
phases of the exhibit process. The trade show manager should also be
sensitive to the culture of the firm: Do the firm’s partners see themselves as
traditional and conservative, or do they wish to be perceived as movers and
shakers? Both of these messages are valid, in their own right—but only one
is right for your firm.
Another sensitive issue is that the show is being funded by the partners’
hard-earned money. So it is always appropriate to closely monitor the
budget and bring potential overruns to the partners’ attention. All involved
partners should approve the show’s graphics, marketing messages, give
aways, and promotional literature.
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CONCLUSION
Exhibiting through trade shows is definitely not for everyone, or every firm.
Indeed, some partners may well view it as the ultimate step into show biz
marketing. As well, there are obvious risks: Trade shows are usually costly,
and there are no guarantees you will get a satisfactory return on your
investment. The bottom line is that you will only truly know the value of
exhibiting at a trade show after you have made the commitment.
But careful planning and research can help you derive the maximum
benefit from each show you choose to invest in. The advice contained in this
chapter, along with the guidelines offered by the various trade show
resources cited here, should enable you to approach trade show planning
confidently and professionally.

I V

SECTION

TOWARD THE BOTTOM
LINE: SELLING AND
PROPOSALS

U ntil now, we have talked about all of the resources and activities that must
be applied in order to stimulate the interest of qualified prospects. In this
section, we discuss what your firm can do to successfully close on these
leads.
Together, the chapters in this section offer guidance on how to
maximize the chances that each prospect the firm’s planning and marketing
efforts have generated will be converted into a new client.
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SALES MANAGEMENT

Joh n T. R etterer
President, Retterer & Associates, Inc.
Elmhurst, Illinois

INTRODUCTION
As more accounting firms undertake marketing, many are finding that they
invest an increasing amount of time and dollars on marketing activities each
year—without the benefit of a corresponding increase in sales. When this
occurs, partners often question the advisability of increasing, or even
continuing, their commitment to marketing. This concern is legitimate. Why
invest in marketing when there are little or no results?
However, disappointing sales results are rarely caused by poor market
ing. Instead, they are almost always the product of inadequate or nonexist
ent follow-up on the leads generated by the firm’s marketing efforts. It is in
these situations that good sales management can greatly influence the
results of a firm’s marketing investment. And even in firms where effective
sales follow-up is already in place, more attention to the sales management
function will almost always help to improve sales results.
This chapter deals with the steps necessary to improve sales resulting
from the effective marketing of accounting services. We begin by discuss
ing the key differences between marketing and sales, then go on to de
scribe the steps needed to make your firm’s sales efforts more efficient and
cost effective. We also review how to develop a personal sales plan. The
chapter closes with some suggestions on how to monitor sales activities. All
of these steps are essential components of a successful sales management
program.
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T H E DIFFERENCE BETWEEN MARKETING AND SALES
Before we can discuss sales management in an accounting firm, we must
clarify the differences between sales and marketing, as well as define how
the two are interrelated.
Simply stated, m arketing is the process of identifying and communicat
ing with individuals or businesses most likely to need your firm’s services. It
usually involves a series of decisions and activities that ultimately create
opportunities for face-to-face sales meetings. In an accounting firm, deci
sions related to marketing frequently focus on selecting target markets,
deciding which products and services to promote, deciding how much to
charge for services, and planning promotional activities that make it easier
to bring the firm’s professionals into contact with prospects. These deci
sions are typically directed by firm management.
Some of the marketing activities designed to stimulate interest in the
firm are institutional. That is, they are carried out by the firm as a whole.
They include advertising, the publication of newsletters, pamphlets and
brochures, public relations programs, and direct mail campaigns. Other
marketing activities, while guided by firm management, are typically
implemented by individuals. These include writing articles, presenting
speeches, and networking. Taken in total, these efforts bring firm members
into contact with qualified prospects. This is the point at which marketing
stops and selling begins.
Perhaps the greatest difference between marketing and sales is that
while marketing is institutional, selling is a very focused one-on-one
activity. It cannot be carried out by the firm. Instead, it is grounded in direct
and personal communications between individual firm members and spe
cific individual clients and prospects. And, whereas marketing success
depends on the firm’s ability to implement a series of coordinated promo
tional activities, successful selling depends on the skills of individuals.
These skills include well-developed listening and communications skills, a
high degree of sensitivity and empathy for contacts, good technical knowl
edge, an understanding of how services are used by clients, the ability to
communicate the value of the firm’s services, and a strong personal need to
win the sale. As in all selling, but particularly selling of accounting services,
the need to win must be tempered with an ethical concern for long-term
relationships based on the needs of the client.
Another way to understand the difference between marketing and sales is
to examine how success is measured in each area Marketing success is
measured in terms of the number and quality of selling opportunities it
creates. The success of the sales effort is measured in terms of the number of
qualified prospects who become clients, the number of new services pur
chased by existing clients, increases in billings, and increases in market share.

HOW TO MANAGE SALES IN AN ACCOUNTING FIRM
Now that marketing and selling have been defined, let’s take a look at what
is required to manage sales effectively. There are five key components to a
successful sales management program:
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- Defining the sales responsibilities of accountants within the firm,
■ Helping accountants establish personal sales goals and personal sales
plans,
■ Providing sales training,
■ Offering suitable incentives, and
■ Assigning sales management responsibilities.
Before a firm implements these aspects of a sales management program,
it should have completed the necessary marketing processes that form the
foundation of any successful selling effort. These include ensuring that the
firm is, in fact, delivering high-quality and timely service, identifying the
firm’s ideal clients, organizing promotional activities that will draw the
attention of valued prospects, and providing accountants with appropriate
promotional materials. (For more information on these issues, see Chapter
2, “The Marketing Plan: An Audit-Based Approach.”)

Defining Sales Responsibilities
The best way to define your sales expectations is to incorporate sales
responsibilities directly into the job descriptions of all accounting profes
sionals. Regardless of whether the firm’s selling efforts are considered
aggressive, moderate, or cautious, it is important to include everyone, even
entry-level accountants, in the sales and marketing process.
Why? Because the skills needed to sell successfully take years to
develop. It is not realistic to expect an accountant (or any professional, for
that matter) to switch abruptly from passive service provider to proactive
sales professional. Unfortunately, this happens all too frequently in many
firms.
Because of the increased need for effective sales skills, it is more
effective to use a career path approach to developing sales skills. This
approach is not new. For example, accountants never assumed an individ
ual could become an effective tax or audit partner by merely attending a
good tax or audit course. They understood that the process requires
ongoing study and a gradual increase in responsibility over a span of years.
The development of selling skills calls for the same approach. Ongoing sales
training, practice, and coaching are integral to the process.
Appendix 22.1 lists sales responsibilities that you can use to define sales
expectations for accountants in your firm. Some who read this list of sales
responsibilities will be tempted to say that, while it is quite reasonable
because it employs the walk before you run approach, it fails to take into
account that not all accountants have a selling personality. Indeed, this fact
is so well known that the industry has developed its own jargon to describe
the three key categories most accountants fall into: finders, minders, and
grinders. The question to ask is whether or not all of these personality types
can be expected to sell. Based on our experience, we believe all can learn to
sell better. All can contribute to the selling process. But each accomplishes
the selling process in a different manner.
Finders, as the name implies, are the rainmakers of the firm: They are
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very good at finding new clients. They are by their very nature more
comfortable with the selling process. Without the help of formal sales
training, they have developed a selling formula that works for them. For
many finders, the selling process is so natural they frequently have difficulty
explaining to others w hat they do. By the same token, most finders cannot
understand why others can’t sell as well as they do. As a result, finders are
usually less effective as sales mentors and sales managers.
M inders are individuals who are most interested in maintaining long
term relationships with (existing) clients. While willing to participate in the
selling process, their strength lies in keeping their clients satisfied. As a
result, minders tend to have very good interpersonal skills. However, they
have to work at developing their sales skills. Thus they tend to do a good job
when asked to mentor other accountants in the firm.
Last, but not least, are the grinders. Typically, these people are very
analytical. They are task and procedure oriented. Grinders are the techni
cians in the firm. Selling is typically very unnatural for them. However,
while leading a selling team would make them very uncomfortable, they can
play a key support role in selling situations, especially those involving
technically complex services. Grinders can also help others develop techni
cal competence. However, they are generally not the best choice when it
comes to coaching and managing the selling process.
Each of these personality types can be expected to carry out their sales
responsibilities in a slightly different way. For example, finders will most
likely join associations and develop a large number of professional acquain
tances. Minders and grinders, on the other hand, may not be as comfortable
with working the room of an organization, but they often can develop
important contacts through their involvement with subcommittees and
special task forces.
While each personality style approaches the selling process differently,
each can contribute, in its own way, to the firm’s sales effort. This is
especially true in selling larger prospects and value-added services that
require a team approach to selling.

Helping Accountants Develop Personal Sales Goals
The goal-setting process described here is essential, since the sales manage
ment process, by definition, is the process of helping individuals and teams
reach predetermined goals. It is important to help accountants establish
meaningful sales goals that fit their level of selling responsibility as well as
their personality.
Traditional sales organizations (found in product marketing organiza
tions) typically establish goals that focus on end results: total sales volume
and types of sales to be accomplished. This approach works because it is
safe to assume sales professionals (who are devoted full time to the task of
selling) will invest the time—and perform the activities—needed to achieve
their sales quotas.
By contrast, in professional firms, the pressure to bill time often makes
accountants feel they do not have the time to sell. That is why it is impor
tant to couple end result goals with tim e com m itm ent goals and activity
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goals. Together, these goals can help accountants overcome the natural
hesitancy to allocate time needed to make marketing and sales efforts
successful.
Begin the sales process by establishing time commitment goals and
activity goals. Here are some examples:
Exam ples o f Time Commitment Goals
In 19__I w ill. . .
Invest a minimum of one evening per week participating in events that
give me the opportunity to come into contact with prospects,
or,
Do some form of marketing activity every week, averaging X hours per
month.
Exam ples o f A ctivity Goals
In 19 I w ill. . .
Attend 24 meetings of business contact groups over the next year.
Make 75 new business acquaintances this year.
Make 6 proposals to prospects in the coming year.
Write 4 articles.
Assist in the planning of 4 firm-sponsored seminars.
Maintain contact with 25 targeted peer-level contacts.
Deliver 5 speeches.
Note that these sample goals are easily measured. It is their measurabil
ity that makes them valuable. An activity goal such as “Serve on the board of
one organization to get visibility” would not be measurable enough to be
useful. To begin with, the word visib ility leaves too much room for
interpretation, and cannot be measured. However, if the phrase “to get
visibility” was replaced with “to meet 25 to 75 new business acquaintances,”
the activity goal then becomes measurable.
Note also that some of these sample goals require more selling skill than
others. A less experienced accountant would not be expected to deliver
speeches, but he or she might be expected to assist in the research needed
to prepare speeches. The bottom line is that activity goals should fit the
skills level of the accountant: goals that are too difficult to achieve are
demoralizing; goals that are too easy to achieve will not be challenging
enough to keep the individual’s interest.
Once an accountant reaches a career level where he or she is expected
to complete the sale, the goal-setting process should be expanded to
include end result goals.
Exam ples o f End R esult Goals
In 19 I w ill. . .
Obtain three new clients averaging $XX,XXX in billings per year.
Increase average billings per client from $X,XXX per year to $YY,YYY
per year.
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Increase average use of services per client from X.X services to Y.Y
services per year.
Generate $XX,XXX additional dollars in billings for the year.
See Appendix 22.2 for a sample planning worksheet used to identify
time commitment activity and end result goals. It can be used as is or
modified to reflect the specific activities that fit your firm’s marketing
strategies.

Developing a Personal Sales Plan
Once accountants have established their personal sales goals, they can
formulate a personal sales plan. The personal sales plan helps accountants
manage the relationship between their activity and end result goals and
their day-to-day selling efforts. In other words, the personal sales plan helps
accountants define how they must manage their contacts in order to reach
their personal goals.
In order to develop a realistic personal sales plan, it is important to
begin with a good understanding of how many types of contacts there really
are. It is also important to understand how contacts evolve as you move
through the selling cycle. What follows is a brief review of each of the key
contact categories.
Names. Nam es are people you have met in the course of carrying out your
time commitment and activity goals. At this initial stage, you can only
speculate about your contacts’ need for firm services. Therefore, after some
basic rapport has been established, your key sales strategy is to determine
which names have such a need, and are therefore truly valuable contacts.
Once you have determined that unmet needs exist, your contact can be
reclassified as a lead.
Leads. With leads, your sales strategy is to explore their business or
personal financial situation in greater detail, and to determine how much—
and in what ways—their situation could be improved by a relationship with
the firm. Since leads are distinguished from prospects by the fact that leads
are not aware of their service needs, a second part of the selling strategy
with leads is to make them aware of their needs. Incidentally, any client you
believe has a need for additional services can also be classified as a lead.
Prospects. Once a contact has made the decision to investigate the firm’s
service capabilities, he or she can be reclassified as a prospect. It is at this
stage that you should conduct a thorough needs analysis, present a proposal,
and offer proof that your firm is equipped to meet the prospect’s needs.
It should be noted that prospects can be leads you have converted, or
they can be new contacts referred to the firm. They can also be clients who
inquire about services they do not currently use.
Purchasers. When the prospect decides to use the firm’s services, he or
she becomes a purchaser, and if properly treated will quickly go on to
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become a long-term client. With purchasers, your sales strategy is to ensure
the delivery of quality and timely service, and to look for other opportuni
ties to provide valuable and needed services.
C lients. The purchaser becomes a client only after he or she has devel
oped a habit of asking someone within the firm for ongoing help.
When you put together your first personal sales plan, you can only guess
at the ratios between names, leads, prospects, and new clients. Neverthe
less, it is a good idea to make an educated estimate, because they will help
you predict the number of new contacts needed to achieve your ultimate
sales goals. Over time, your estimates will be based on actual experience.
Here is an example from one accounting firm. Using a mailing list, the
firm invited local nonclients to a business seminar. Of those invited, 1 out of
every 48 attended. Of those who attended, 1 out of 4 participants were later
qualified leads. One out of 5 leads became prospects, and 1 out of 3 of these
prospects became clients.
Of course, these ratios are not fixed, and you should not expect yours to
be the same. But you can use them as a point of departure, keeping in mind
there are two key factors that tend to influence these ratios. First, there is
the quality of your personal selling skills. Second, and just as important, is
the quality of your initial contacts (names). To help improve your ratios,
you should evaluate each name using the DAWN formula.
The DAWN formula stands for Dollars, Authority, Wants, and Weeds.
Sales success will be greater if initial contacts have the following:
■ Dollars available to spend on your services,
■ A uthority to authorize such an expenditure,
■ Want to run their business (or manage their personal financial goals)
more effectively, and
■ Awareness of the need to do things differently.

Providing Sales Training
Once you have defined individual sales responsibilities and established
sales goals and plans, it is important to ensure that firm members know how
to do their selling jobs well. It is a challenge to teach accountants about
selling because of their varying natural ability to sell. Regardless of their
natural aptitude, however, all accountants involved in sales must master
some basic skills. (To learn more about the fundamental skills that must be
taught and reinforced on an ongoing basis, and how to teach them, refer to
Chapter 23, “Sales Training.”)
Because your sales training program will attempt to bring about
changes in thinking, behavior, and communication habits that have been
learned over a lifetime, sales training cannot be limited to a single, onetime
experience. Instead, multiple learning situations need to be combined with
continuous practice in one-on-one and group coaching sessions. Without
continuous reinforcement and the opportunity to put newly acquired skills
to the test, accountants will understand selling intellectually, but will not be
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able to use specific concepts, techniques, and skills with prospects and
clients.

Offering Suitable Incentives
Selling is more than ju st hard work. It is an emotionally draining activity.
People who are involved in selling always hear the word “no!” more than
the word “yes!” Over time, this constant rejection can wear down even the
strongest ego. It is therefore critical that the firm provides enough positive
reward and recognition to overcome the adverse effects of sales rejection.
While it may include some form of monetary reward, your incentive
program should also include public verbal recognition, along with various
symbolic rewards for a job well done. (For more information on designing
and implementing an incentives plan, refer to Chapter 24, “Incentives:
Specific Tools for Motivating Accountants to Sell.”)

Designating a Sales Manager (or Sales Managers)
One of the challenges in implementing the sales management function
successfully within any professional firm comes from the way professional
firms are organized as compared to traditional sales organizations. In more
traditional manufacturing and distribution organizations, the sales function
is a specialty. As a result, they have a complete hierarchy of sales leaders to
whom full-time sales professionals report. The relationship between sales
professional and sales manager is very direct. Often, the sales professional’s
immediate boss is also his or her mentor.
Accounting firms are different. They are usually organized by service
functions such as tax, accounting, auditing, consulting. Reporting relation
ships, especially at the staff level, can be quite fluid. Even so, each
professional staff level tends to have more contact with members of the
rank immediately above it than with other, more senior personnel. As a
result of these conditions, the most effective sales management structure
for an accounting firm to assume is a tiered sales management model, in
which selected, more experienced professionals coach and develop the
sales skills of the less experienced professionals who report to them.
Given the presence of finders, minders, and grinders, management must
be selective in identifying sales mentors/managers. Not all supervisors, for
example, have the characteristics needed to encourage more junior staff.
What is called for is strong interpersonal/teaching skills, as well as the
ability to administer a sales tracking system (see next section) and to follow
up when needed.
Management must also be very clear in specifying the responsibilities of
these sales mentors/managers, especially with respect to the following items:
■ How much input they will have on the performance reviews of staff
members they have been asked to mentor,
■ The role they will play in determining the training needs of their staff,
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■ How they will relate to staff in sales call situations, and
■ Tracking and processing sales activity information.
Regardless of the other tasks assigned to these sales mentors/managers,
they should be responsible for coaching, mentoring, and motivating their
staff and sales administration. This includes measuring individual progress
and determining whether or not additional training is needed to improve
performance. And, as suggested earlier, the same mentor/manager who
works in an accounting firm must evaluate how well each accountant is
working toward fulfilling his or her time commitments and activity goals. In
the case of partners and managers, end result goals must be evaluated.

SALES TRACKING SYSTEMS
A well-designed sales tracking system can improve the effectiveness of the
firm’s selling efforts, and can make the sales mentor/managers’ jobs much
easier. Over the long term, a well-designed monitoring system can also
provide useful information about how well the firm’s various selling and
marketing activities are working. The right monitoring system also encour
ages people to think in terms of sales results, an important ingredient when
trying to motivate people to become more creative in their selling efforts.

What to Monitor and How to Monitor It
The heart of any effective monitoring system is the call report form. This
form allows the professional to record basic factual information about
selected contacts, including name, title, company, address, city, state, zip,
phone, and fax. Other items of information can also be noted, such as the
contact’s industry, sales volume (or income level), rate of growth and future
prospects, profitability, and source of the contact. The names, titles, and
phone numbers of key decision makers and influencers can also be noted.
Finally, it may be helpful to note some personal information about the
contact, including his or her date of birth, hobbies, personality, and
idiosyncrasies.
In addition, notes can be made concerning the contact’s service needs.
Because m ost sales require considerably more than one meeting to close, a
record of each contact with the prospect should be made, along with
information about the objectives of each meeting, the results of each
meeting, and the goals and target date for the next encounter. See Appendix
22.3 for a sample call report form that can be modified to fit the information
tracking needs for your firm.

Utilizing Contact Management Software
Effective sales management requires a large commitment of personal time.
Fortunately, a new category of computer software—contact management
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software—can help sales mentors, and the people they manage, do their
jobs more efficiently.
In brief, contact management programs are specialized databases
designed specifically for sales and follow-up situations. What follows are
some of the more common features found in these programs.
Quick Follow-Up Scheduling. Once a professional has entered a new
contact into the system, only a few key strokes are needed to record
follow-up meetings, phone calls, and specific tasks associated with the
contact. Most programs allow the user to enter more than one follow-up
activity, so even long-term follow-up dates (such as future newsletter
mailings, tax reminders, etc.) can be noted.
Contact Follow-Up Reminder Function. This one feature alone makes
contact management software a must for sales managers. Here, the program
reminds the user of the follow-up to be completed on a specific day, week,
or month. The reminder remains in your computer system until you tell the
system the task has been completed. In effect, the computer becomes a
relentless electronic nag.
Contact Reports and Summaries. Nearly all contact management pro
grams contain standard reports that summarize contact information. This
includes information about appointments, telephone calls, mailings, letters
and faxes, and meeting notes. Most also are able to create custom reports.
With the information contained in these reports, it is possible to analyze the
costs and results of an individual’s or group’s sales effort.
Auto Dialing and Fax Capability. If you have a modem in your com
puter, one or two key strokes can dial a contact’s phone number, or even
send a fax.
Form Letters, Memos, and F axes. Most programs allow the user to
create standard letters, faxes, and memos that can be directed to one
individual or a group of contacts. Labels and envelopes can be generated in
the same way.

CONCLUSION
Few accountants could have predicted the sales and marketing changes
that have occurred in the accounting profession. In just a couple of decades

the profession has become highly competitive, where once there was
virtually no marketing effort at all.
While it is difficult to predict the future, it is safe to say this trend will
not reverse itself. Integrity and quality service will continue to be the
cornerstones of effective marketing, yet as accountants gain more experi
ence with marketing, they will use their increased savvy to produce more
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creative and effective marketing programs. As more professionals realize
the importance of sales follow-up, management of the sales process will
become more precise and cost effective. In the future, successful account
ing firms will not do just more marketing. They will do more effective and
efficient marketing and sales follow-up.

2 2 . 1
APPENDIX

SALES RESPONSIBILITIES

STAFF ACCOUNTANT (ENTRY LEVEL)
1. Work effectively as part of a client service team.
2. Develop rapport with the firm’s existing clients.
3. Demonstrate an understanding of appropriate business etiquette, includ
ing proper forms of dress.
4. Acquire basic competence in preparing personal and business corre
spondence.
5. Maintain contact with other professionals.

STAFF ACCOUNTANT (TWO TO THREE YEARS
OF EXPERIENCE)
1. All of the above, and . . .
2. Develop the ability to identify cross-selling opportunities among existing
clients, even if those opportunities must be referred to more experienced
professionals for follow-up.
3. Demonstrate strong time and work management skills (these skills are
necessary to manage the increasingly complex schedule of the staff
accountant).
4. Begin to attend professional/trade organization meetings, and increase a
personal network of peer-level business contacts.

SENIOR
1. All of the above, and . . .
2. Acquire a greater degree of visibility among professional/trade organiza
tions, and work to enlarge network of business contacts.
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3. Demonstrate the ability to identify, and to sell, additional needed
services to existing clients.
4. Train, coach, and manage entry-level accounting staff, offering guidance
on developing rapport and networking skills.

SUPERVISOR
1. All of the above, and . . .
2. Demonstrate the ability to identify qualified prospects, even if these
opportunities must be sold with the assistance of more experienced
professionals.
3. Train, coach, and manage senior-level accounting staff on sales and
marketing skills.

MANAGER
1. All of the above, and . . .
2. Assume responsibility for client management and satisfaction.
3. Demonstrate the ability to identify and follow up on qualified prospects,
and to convert those prospects into clients.
4. Train, coach, and manage supervisory-level accountants in identifying
sales opportunities.
5. Participate in the firm’s marketing efforts, including preparing and
making speeches and writing articles.
6. Represent the firm in the community in part by holding high-level
leadership positions in professional/trade organizations.

PARTNER/SHAREHOLDER
1. All of the above, and . . .
2. Identify new market opportunities, develop appropriate new services
needed by current markets, and implement marketing strategies needed
to create selling opportunities.

2 2 . 2
APPENDIX

PERSONAL MARKETING AND
SALES GOAL-SETTING
WORKSHEET

We are asking you to make some decisions about the m arketing activities
in which you are w illing to participate. Be realistic. Don’t overcommit
yourself. On the other hand, don’t be afraid to stretch yourself a little bit.
Time Commitment Goal:
I will commit an average o f ______ hours per week to selling and marketing
activities.
A ctivity Goals:
I will invest my sales and marketing time in the following way(s):
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.

W rite______ articles for accounting publications.
W rite______ articles for news and business publications.
W rite______ articles for the firm’s newsletter.
W rite______ short nontechnical booklets to be used in marketing the
firm.
Deliver______ speeches.
Assist in the preparation o f ______ speeches to be delivered by another
person.
C onduct______ short seminars.
P lan ______ client and prospect seminars.
O n ______ occasions, mix with people in the audience while someone
else in the firm is making a speech or conducting a seminar.
J o in ______ organizations and work groups for the purpose of making
______ more business contacts.
P lan ______ mailings.
Follow up o n ______ qualified leads from mailings.
Assist in the preparation o f ______ written proposals.
P h o n e______ qualified contacts to get appointments.
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15. A sk______ clients and contacts for referrals.
16. Meet w ith ______ reporters for the purpose of being quoted or writing
articles.
17. M ake______ prospecting sales calls on clients and qualified leads.
18. Interview and survey______ clients about the quality of the firm’s
services.
19. Interview and survey______ clients about possible future accounting,
tax, or business consulting needs.
20. D evote______ hours to assist in the preparation of promotional and
marketing materials.
21. Plan and coordinate______ cocktail receptions with referral sources,
for example, consulting firms, law firms, banks, health care associa
tions, and so on.
22. O n ______ occasions, drag my body out to the golf course (with a
client, of course) on one of those warm, sunny, and beautiful summer
days.
23. Other activities (Please specify type and frequency.)_______________

FOR PARTNERS AND M ANAGERS
End-Result Goals:

As a result of the above efforts, I expect to generate the following for the
firm:
1. $ ______ in billings fro m _______new clients.
2. $ ______ in billings to existing clients.
3. The following new market development activities:

4.

The following new product development activities:

Note: Some readers m a y wonder w hy m arketing tasks are included in a
worksheet entitled “Personal M arketing and Sales Goal-Setting Work
sheet. ” The answer lies in the reality that m ost fir m s are composed o f
finders, m inders, and grinders. While it is the f i r m ’s responsibility to
define the amount o f effort they expect fro m their professionals, when it
comes to the kind o f a ctivity they expect, the more latitude allowed fo r
individual preferences, the better. This approach w ill enable accountants

to do what comes naturally—for grinders to work up technical analyses
and articles, fo r m inders to manage existing clients and assist on sales
calls and fo r everyone to contribute productively.

APPENDIX

22.3
CALL REPORT FORMS

The Contact Inform ation Report is completed whenever in itia l contact is
made w ith a prospective client.

CONTACT INFORMATION REPORT
Contact nam e:_________________________________________________
Title:_________________________________________________________
Company nam e:_______________________________________________
A ddress:______________________________________________________
City, state, and zip:_____________________________________________
Telephone num ber:____________________________________________

Fax:________________________________________________
Industry (SIC co d e):___________________________________________
Key products or services:_______________________________________
Number of employees:_________________________________________
Annual sales volum e:___________________________________________
Source of contact:_____________________________________________
Additional comments regarding future growth prospects and profitability:

Key decision maker(s):
N am e:_____________ Title:_____________
N am e:_____________ Title:_____________
N am e:_____________ Title:_____________
N am e:_____________ Title:_____________
Key decision influencer(s):
N am e:_____________ Title:
N am e:_____________ Title:

Phone:_____________
Phone:_____________
Phone:_____________
Phone:_____________
Phone:_____________
Phone:_____________
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N am e:_____________ Title:_____________ Phone:_____________
N am e:_____________ Title:_____________ Phone:_____________
Additional contact information:__________________________________
Date of birth:__________________________________________________
Hobbies:______________________________________________________
Personality:___________________________________________________

The A ctivity Report is completed on each occasion, subsequent to the in ita l
contact, when contact is m ade w ith a prospective client.

ACTIVITY REPORT
Contact name:_________________________________________________
Date of contact:________________________________________________
Goals of meeting:_______________________________________________
Summary of meeting:___________________________________________
Goals for next meeting:_________________________________________
Target date for next meeting:____________________________________

CHAPTER

SALES TRAINING

William T. Young, CPA
Managing Partner, Williams, Young & Associates
Madison, Wisconsin

INTRODUCTION
Can a non-salesperson be taught selling skills that really work or is selling a
talent you are bom with?
Selling skills can be taught to everyone. It is also true that some people
seem to have a natural ability to persuade others. Yet, everyone can
improve. Most successful sales techniques are quite simply the techniques
that enable each of us to communicate with each other. Often, we are
ineffective in our ability to communicate resulting in lost opportunity.
However, we can improve when we learn the process of effective communi
cation and apply this understanding to every situation encountered.
To be successful in a CPA firm, you have to successfully communicate
with your clients, peers, staff, family, friends, and a host of others. To
generate new or expanded business you must have that ability to persuade
another that your idea is worthwhile. Effective sales training enhances your
ability, at whatever level, to present your ideas and services in a way that
stimulates others to take productive action. The result is greater revenue
and client satisfaction.
Most CPA firms provide 40 or more hours annually of continuing
education to the professionals employed by the firm. This training is
necessary to develop and maintain technical knowledge. Yet surprisingly
little training is provided to help CPAs communicate this expertise to
clients. The ability to translate the CPA’s technical expertise into the client’s
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language is as important as the understanding of technical issues and is the
essence of professional client service.
As a profession, CPAs have only recently begun to appreciate the value
of sales training. Many firms have tried it once or twice, but most have been
frustrated by the results. The CPA firms that have had success with sales
training know that careful planning, extensive follow-through, and manage
ment commitment are all essential.
This chapter addressed the many prerequisites of a successful training
program. The topics covered include defining course content, determining
who should participate, selecting a program, program logistics, and what
you can do to ensure the program’s success.

DEFINING COURSE CONTENT
The best sales training courses reflect the values and needs of the firm, and
enable firm members to carry out their marketing responsibilities. There
fore, the first step in defining course content is to review the firm’s
marketing plan and to determine which skills firm members will need in
order to do their job.
The second step in the planning process is to conduct a selling and
communications skills audit. The best way to carry out this audit is to
prepare a survey form that lists each of the skills the firm feels are
important, and to ask respondents to evaluate their own level of skill and
comfort with each one. To encourage openness and honesty, let everyone
know their responses will be kept in confidence. Exhibit 23.1 is an example
of a skills audit survey.
EXHIBIT 23.1

Selling Skills Self-A ssessm ent W orksheet
The following fist represents various elements of the sales (communica
tion) process. Using the following scoring system, please check those areas
you believe would be improved through training.
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.

How to prospect for new clients.
How to initiate a conversation with a potential client.
How to organize and plan for personal marketing and sales.
How to build client rapport.
How to uncover client needs.
How to listen effectively to clients.
How to conduct a formal sales presentation.
How to develop a professional network.
Gaining a complete understanding of firm capabilities available to solve
client problems.
How to identify opportunities for additional services.
How to present suggestions to the client.
How to handle objections.
A complete understanding of the sales process from beginning to end.
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handle rejection.
gain commitment from the client, and how to close.
write an effective proposal.
identify the benefits of services presented to the client.

When the results of the audit have been tabulated and analyzed, you will
know which skills need to be covered in the training program. You will also
know how much time should be spent covering each of the relevant skill
areas. For instance, if your marketing plan calls for increasing the number
of written proposals issued by the firm, yet most respondents feel they are
not skilled in preparing proposal documents, then this topic should be given
considerable attention during the training program.
Regardless of how much emphasis is placed in specific areas, a
comprehensive sales training program should include the topics presented
in Appendix 23.1. The skills presented and practiced during this program
would include the following.
Building Rapport. Understanding the importance of building rapport
with the prospect; identifying the personality type of your prospect;
adjusting your personal style to that of the prospect; the importance of
nonverbal cues in communication.
Q uestioning Techniques. Developing the ability to investigate the cli
ent’s needs, both real and perceived.
Listening Skills. Hearing what the prospect or client really means, and
not just what they say.
Oral P resentation Skills. Developing the skills required to deliver oral
proposals and handle client/prospect meetings. Includes being able to
discuss firm services (features and benefits) and present valuable solutions
to prospect problems.
Handling Objections. Overcoming spoken and unspoken resistance.
Gaining Agreem ent About the N ext Step in the Process. Utilizing
various skills, including trial closing and closing techniques.

IDENTIFYING PARTICIPANTS
Every member of the firm is in some way involved in the sales cycle. Just
think about how important the receptionist is in making a good impression
for the firm. One negative interaction has the potential to destroy all your
efforts to cement a positive relationship with a prospective client.
Obviously the training needs of the firm’s administrative staff will differ
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from those of staff accountants and partners. Each must concentrate on
developing a unique set of skills, according to the types of contact they will
be expected to have with clients.
Here’s an example of how your sales training program might be tailored
to the needs of administrative staff, professional staff, and partners.
Administrative S ta ff
■ Basic understanding of the firm’s services and specialties,
■ Basic understanding of firm economics,
■ Importance of client service,
■ Appreciation of the role each person plays in developing and maintaining
client goodwill, and
■ Telephone answering techniques.
Professional Staff
■ Basic understanding of the firm’s services and specialties, and the key
industries or client groups served,
■ Basic understanding of firm economics,
■ Importance of client service,
■ Fundamental training in persuasive communications, as applied to
clients, prospective clients, and others,
■ How to identify and develop a prospect,
■ How to conduct a client needs analysis,
■ Active listening skills,
■ Oral presentation skills,
■ Written presentation skills, and
■ Time management.
Partners and Shareholders
■ All of the above, plus
■ Advanced persuasive communications techniques,
■ Team-selling techniques, and
■ Ability to recognize both personal and firm strengths and weaknesses.

SELECTING THE RIGHT PROGRAM PROVIDER
When it comes to program development, there are three basic options. The
first is to design and teach a sales training program by yourself. The second
is to hire an outside sales trainer, and the third is to send firm members to
programs that are offered by independent providers.

Option 1: Design the Program Yourself
Many firms wanting to go it alone have asked their best rainmakers to
conduct the sales training program. These courses are often unsuccessful
because the best rainmaker is not always the best trainer.
Training is a complex process, and a great deal has been written about
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how people learn, and accordingly, how they should be taught. So, if you do
decide to exercise this option, you should ask the designated trainer to
participate in an instructor-training program. Many sales training organiza
tions offer this kind of course, and some even provide trainers with
participant manuals, handouts, and other resources.
Be advised that most instructor-training courses prepare the leader to
lecture on the basics of selling and communications. If you are looking for a
more sophisticated approach, or feel that firm members have already
advanced beyond the basics, this option may not be for you.

Option 2: Hire an Outside Sales Trainer
The biggest advantage to hiring an outside sales trainer is that you will be
working with a skilled professional who can help you determine the firm’s
training needs. From there, he or she can go on to develop a customized
training program.
The process of identifying and qualifying a sales trainer is not unlike the
process your clients go through when they select an accounting firm. To be
a good consumer, you must enter into the search process with a clear
understanding of firm needs and objectives, interview candidates exten
sively, and ask for references.
If you are having difficulty in locating candidates, talk to the managing
partners of noncompeting firms, or, if you belong to an accounting firm
association, discuss your needs with the managing partners of the other
member firms. Another resource is the American Society for Training and
Development (ASTD).
On the face of it, this option will seem to be the most expensive, as sales
trainers generally charge up to $300 per day, per participant, for a custom
ized in-house program. However, if you have chosen your trainer carefully,
you will reap the benefits of having a training program uniquely suited to
your needs and objectives.

Option 3: Send Staff Out to Courses Offered by
Independent Providers
The last option is to send firm members to courses offered by independent
providers. No doubt your firm administrator or marketing director is
deluged with literature from a number of programs. These programs usually
range from just under $100 per day to about $150 per day, and are therefore
less expensive than bringing a sales trainer in-house. However, you must be
careful to review their course content, to assure that the materials covered
genuinely reflect the training needs of the people who will be participating.
A basic problem with this option is that firms are often disappointed
with the results of such training. The course participant returns to the firm
enthusiastically utilizing skills learned, but since there is little or no
encouragement and common understanding by others in the firm, the
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participant soon reverts to previous behavior. Option 2 incorporates
features that help limit this problem.
When you have narrowed the field of providers and programs down to
one or two finalists, ask yourself the following questions:
1. Do these programs have well-defined objectives?
2. Is the subject m atter relevant to the needs of the firm members we
expect to participate?
3. Are the training techniques to be used appropriate?
4. Is the trainer highly skilled, with a demonstrated record of success
(preferably with other accounting or professional service firms)?

PROGRAM LOGISTICS

Where to Hold the Training Program
To assure a quality program, you must select a facility that makes a positive
learning atmosphere possible. Participants must be made to feel comforta
ble, and there should be a minimum opportunity for interruptions in the
form of telephone calls, outside noise, and so forth.
If your own offices meet these criteria, by all means consider having the
training on-site. However, it may be more effective to go off-site because the
chance that participants will be called away will be greatly reduced.
Exhibit 23.2 is a checklist of issues to consider when selecting a site.

EXHIBIT 23.2

C hecklist for Site Selection
How Much Room Is Required?
Central space for group lecture and discussion
Breakout session areas
Storage space, for training materials
Coffee and refreshment areas
Rest room facilities
Equipment
Tables and chairs
Flip charts, grease boards, overhead projectors
Electrical outlets and extension cords
A podium
L igh tin g a n d S ou n d

Audio and video tape recording equipment
Microphone(s) (use voice amplification if 20 or more people will be in
the room)
Check for dimmers or rheostats in the room.
Can sunlight be controlled?
Will noise outside the room intrude?
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V entilation
Room should be comfortable—neither too hot nor too cold
Thermostat control should be inside the training room
No smoking in the training area
Check for the amount of noise the ventilation system makes
Check for drafts

How Long Should the Program Be?
It is difficult to say precisely how long a training program should be. The
amount of time required depends on the depth and complexity of the
subject matter, instructional methods, the ability of the trainer, and the
experience of the students. However, most quality sales training courses
take a cumulative total of three to five days to cover the basic elements of
effective communication. A basic training program might commence with a
one- to two-day program, then be followed by additional one-day and
half-day refresher sessions throughout the year.

To Videotape or Not to Videotape?
Many training programs videotape practice selling sessions so participants
can watch their performance and receive instant feedback. However, many
people are uncomfortable with this process, and it is unwise to force them
to participate.
One option is to make the videotaping equipment available, and to leave
it up to individual participants to decide whether or not they want their
practice selling sessions recorded. Another is to hold private training
sessions later on, where only the student and the trainer are present, and
only they review the results of each practice session.

Should Seminar Attendance Be Mandatory?
Participation in sales training courses should be strongly encouraged, but
not required. Forcing someone to attend against their will would probably
result in wasted effort and might even introduce an overt negative presence
in the classroom. The best way to ensure a high rate of attendance is to have
all members of senior management participate.

Should Training Be Held on Company Time?
If you really believe sales training is important, for both the firm and
individual firm members, then it should be held on company time.
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ENSURING PROGRAM SUCCESS

Pre-event Promotions
If this is the first time your firm has ever sponsored a sales training program,
your people will have a number of questions, and even doubts. It is therefore
important that you anticipate those questions and deal with them before the
training program is launched. It also makes good sense to market the training
program, so that everyone is actually looking forward to this new experience,
instead of wondering—and worrying—about what lies in store.
The following guidelines can be used as a starting point for developing
a promotional plan:
■ Three weeks before the program commences, send a personalized memo
or letter to each prospective participant. The memo should be signed by
the firm’s managing partner or partner in charge of the office. The letter
should outline the goals, objectives, and content of the training program,
and detail the skill areas that will be covered. The letter should also point
out the ways in which participants will benefit.
■ After the letter or memorandum has been distributed, top management
should clearly express its support for the training program. Partners
should meet with staff on a one-to-one basis and encourage everyone to
attend. This is also a good time to answer any questions people might have
about the program, and to allay any fears or concerns.
■ Another way to maintain interest in the program is to circulate relevant
articles and precourse reading materials periodically.
■ One week before the program begins, participants should be asked to
submit a list of personal concerns and questions they have regarding the
subjects to be taught. These lists should be consolidated and addressed at
the outset of the training program, so firm members feel their personal
needs will be met.
■ Three days before the program commences, issue a memo reminding
everyone about dates, times, and location.

Reinforcing the Program’s Importance at the Event Itself
Perhaps the single most important thing you can do to ensure the long-term
success of your training program is to require the full attendance and
enthusiastic participation of all partners. Nothing will kill a training session
faster than for staff to notice that three or four senior partners are absent, or
are in attendance, but clearly there under duress. Whether they know it or
not, your partners can set the tone for how the other firm members perceive
the trainer and his or her message, and they will influence how assiduously
those firm members will work to acquire (and use) new skills.
Another way to convey the importance of the training program to the firm
is to ask all participants to evaluate the program upon its completion. An
evaluation form should be provided to each participant either at the end of the
last training day (if the training program was conducted in-house), or upon the
participant’s return to the office (if he or she was sent to an outside program).
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The evaluation form should include the following questions:
■ What new skills and techniques did you acquire?
■ Do you think you will be able to apply this new knowledge on the job?
■ Name one or two things you learned that will help you on the job.
■ Give an overall rating of the course.
■ Give an overall rating of the instructor.

AFTER THE TRAINING IS OVER

Reinforce Skills Through Practice
To be more effective at selling, people must change the way they relate to
others. Changing one’s behavior takes time, so your training program
should allocate a sizable amount of time to practicing new skills and
techniques, both during and after the program.

Designate a Sales Guru
Firm members must have someone to turn to when they have questions, or
need help in implementing some of their newly acquired skills. Because
partners can sometimes get caught up in the day-to-day challenges of client
service, you may want to ask the firm’s marketing professional or human
resources director to assume this responsibility. An alternative approach is
to develop an ongoing relationship with the outside trainer.
The sales guru’s responsibilities are manifold. First, he or she should be
available to help firm members carry out any and all of the components of
the professional services selling process. This includes rehearsing for an
oral presentation, drafting or reviewing a written proposal document, or
attempting to determine a client’s or prospect’s service needs.
The sales guru should also be in charge of reporting (through the
in-house marketing newsletter or at staff meetings) any and all successful
attempts by firm personnel to utilize their newly acquired skills. It is
important to reinforce that the skills learned have proven effective. Because
selling calls for people to be excited about their product or service, you can
encourage this feeling by celebrating the successes—large and small—of all
firm personnel.

Partner Commitment Should Be Complete
As suggested earlier, the single most important ingredient to the success of
a sales training program is the attitude and commitment demonstrated by
the firm’s partners. If they dismiss the training program as inconsequential,
or worse yet, annoying, then the firm’s best and brightest will take it as a cue
that marketing and selling are not really important.
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Incorporate Selling Skills Into Job Descriptions
There is no better way to drive home the importance of acquiring selling
skills than to “put your money where your mouth is.” If a firm is truly
committed to having its people become skilled in marketing and sales, then
it needs to work those skills into its job descriptions, as well as the
performance review process. Of course, if your firm exercises this option, it
is critical that you broadcast skill benchmarks, so every member of the firm
knows what is expected of them and what they must do in order to advance.

CONCLUSION
Whether in connection with our job responsibilities, or our involvement in
home or community relationships, our success depends on the willing
acceptance of others. Sales (communication) training can help improve our
chances because it offers specific methods for analyzing and organizing our
thinking in tough communications situations. The end result is that it will be
easier to talk and write from the viewpoint of those who must accept our
recommended methods, plans, and ideas.
While sales training is intrinsically valuable, the partners’ commitment
to such a program must be expressed before, during, and long after training
takes place. The best way to secure this kind of commitment from the
partners is to ensure that the training program truly reflects the values and
needs of the firm. You should select a sales and communications methodol
ogy that partners are comfortable applying to all activities within the firm
and consistently reinforce that methodology every day, in all areas of
internal and external communications.

APPENDIX

23.1
SALES TRAINING CURRICULUM
FOR AN ACCOUNTING FIRM

I. General/ Background
A. Why CPAs need to be proactive
1. Changes in the profession and the national economy
2. Unique challenges and opportunities faced by your firm
B. Differences between marketing and sales
1. Marketing as “strategy”: generating likely prospects, “getting up
to bat”
2. Sales as “tactics”: converting prospects into clients
3. Individual accountant’s role in marketing and sales
C. Why accountants resist selling
1. “I don’t want to be a used-car salesperson”
2. Fear of rejection in the sales encounter
D. The client purchasing process
1. Problem recognition
2. Information search
3. Evaluation of alternatives
4. Purchase decision
5. Postpurchase behavior
6. Why do they buy? Psychological and motivational factors
II. Main A ctivities in the Selling Process
A. Making contact
1. Prospecting (various marketing methodologies): identifying
businesses and individuals most likely to need and want your
firm’s services
2. Preparation/preapproach
a. Interviewing referral sources, clients, firm members who
know the prospect
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b. Researching on-line resources, trade associations, directories;
reviewing pertinent articles, surveys, analyses
c. Reviewing information provided by the prospect, including
brochures, and so on, sent before meeting
3. Developing a sales call strategy
a. Setting objectives for the meeting
b. Developing and reviewing assumptions about the prospect
( 1) Key areas of concern
(2) Services needed
(3) Motivations
(4) How we will present our solutions
(5) Industry/economic climate and key issues
c. Developing fact-finding questions for m eeting w ith the
prospect
d. Determining best method for approaching the prospect about
a meeting (if not scheduled already)
B. Sales Call Activities
1. Opening the sales interview (establishing rapport)
2. Identifying the prospect’s problems and needs using specific
questioning and listening techniques
3. Establishing the prospect’s criteria for buying
4. Summarizing the prospect’s needs and selection criteria
5. Presenting firm services and solutions
a. Discussing client objectives, features, and benefits
b. Handling objections
6. Qualifying the prospect
a. Determining w hether or not the person you are meeting with is
authorized to make a purchase decision
b. Finding out who else will be involved in the decision
c. Identifying the decision time frame
d. Determining sensitivity to process
e. Determining how serious the prospect is
f. Identifying how good the fit is between firm capabilities and
the prospect’s needs
g. Uncovering unspoken objections
7. Gaining agreement using various closing techniques and strate
gies
C. Follow-Up Skills
1. Providing prompt and attentive service
2. Reinforcing relationships
3. Obtaining referrals
4. Keeping the client sold
5. Making periodic check-up calls

2 4
CHAPTER

INCENTIVES: SPECIFIC TOOLS
FOR MOTIVATING
ACCOUNTANTS TO SELL

Robert B. Martin, PhD, CMC
President, Martin & Associates
Denver, Colorado

INTRODUCTION
Incentive plans are utilized by nearly half of the accounting firms that
actively market their services.1 Yet the question of whether or not to offer
marketing incentives is still heatedly debated. While some CPAs believe
they must reward the behavior they desire, others oppose the use of
incentives for a variety of basically sound reasons. Here is a sampling of
both opinions:
P ro : Marketing has becoming increasingly important, but it is still difficult

for us, as accountants, to obtain any formal training in this area. Many of our
staff believe that they aren’t good at marketing, and are inclined to dislike it,
even before they try it. If we want to overcome these problems, and get
people to discover that they can market—and enjoy doing it—we need a
special program of education and encouragement.
C on: Marketing is just part of the job. Incentives cause firm members to

direct their attention away from other parts of their job, which are equally
important.
Pro: Waiting until someone is a candidate for partner to tell the person that
he or she has to be a good marketer is unfair. A well-publicized marketing
1This figure is the author’s estimate, based on personal experience and discussion with other
consultants in the field.
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incentives plan will let everyone know—from the start—what is expected
of them.
C on: The paperwork required to monitor an incentives plan is horrendous.
And it’s just too hard to do it right.
P ro : Incentives help to call attention to something that would otherwise

get lost in the shuffle.
C on: A marketing incentives plan will lead to competition and lack of

teamwork, which hurts the firm.
Only you can judge whether or not a marketing incentives plan would
help your firm achieve its business development objectives. If you do
decide to implement an incentives program, this chapter will help you
develop a program that can produce positive results.

ATTRIBUTES OF A SUCCESSFUL MARKETING
INCENTIVES PLAN
Marketing incentives plans can be as varied and unique as the accounting
firms that utilize them. Even so, certain features can be found in nearly all of
the successful programs.

Partner Commitment
Staff members look to the firm’s partners for their cues. Partners must
therefore make it clear they are committed to marketing and business
development generally, and to the firm’s marketing incentives plan, specifi
cally. They must also lead the way, demonstrating the skills and efforts they
are trying to encourage in their staff.

Clearly Defined Expectations
It is not enough for a firm to say it expects its people to “do marketing.”
Instead, the contents of the firm’s marketing plan must be broadly dissemi
nated, and the incentives plan must make clear what it is the firm expects
from personnel. Try to be as specific as possible. For instance, if you want

staff to join community, civic, and professional organizations, you should
also tell them which organizations you want them to join, and what they
should do once they are involved.
These guidelines should be tailored to the abilities of each staff level.
So, to continue with the example used here, you might want to make clear
that partners are expected to hold a key office position in at least one
significant local organization, while entry-level professional staff are urged
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simply to attend all monthly meetings and become acquainted with the
organization’s other members.
Your incentive plan will work even better if marketing expectations are
incorporated directly into the firm’s performance review process. People
are far more likely to take marketing seriously if they know the attainment
of marketing skills and the completion of marketing tasks are essential
prerequisites to advancement.

Appropriate Training
It is not enough to tell people what you expect them to do. You must also
equip them with the basic skills and knowledge needed to do the job.
Therefore, your marketing incentives plan should be coupled to a market
ing skills training program that reflects the firm’s marketing objectives. (For
more information on training, see Chapter 23, “Sales Training.”)

Comprehensive Administrative Support
Even the simplest marketing incentive plans require skilled administrative
support. Keeping track of individual efforts and proving linkages between
those efforts and measurable results is no mean feat. It is therefore vital that
a single person, preferably a high-level administrative staff member, be
charged with the responsibility of designing and maintaining the necessary
record-keeping system.
Ideally, your firm’s incentive tracking system will be computerized.
There are two approaches to consider. The first is to develop or acquire a
stand-alone software application. The second is to modify your existing
time and billing system to accommodate the necessary information.
Each approach has its advantages and disadvantages. A stand-alone
system may be more flexible, allowing you to customize management
reports. The down side is that certain elements of data entry will duplicate
your time and billing system. The alternative approach, to modify the time
and billing system, eliminates redundancy, but be sure your package can
handle the extra volume of data and that your client acceptance form is
modified to include fields for the new items of information.

SETTING GOALS FOR YOUR INCENTIVES PROGRAM
The primary objective of a marketing incentives plan is to encourage firm
members to bring in new clients and new work from existing clients,
thereby generating new revenues and, hopefully, increased profits for the
firm. A well-crafted incentives plan can also help you achieve other
important objectives. The following is a sampling of possible plan goals.
■ To increase billings and overall profitability.
■ To decrease tax season loading by increasing the firm’s volume of
year-round work.
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■ To recognize and reward outstanding employee performance in the area
of business development.
■ To improve the selling skills and product knowledge of all firm members.
■ To communicate information about the firm’s target client profile.
■ To foster accountability in the individual business development process
by setting goals and monitoring results.2
Once you have defined your goals, you will be able to identify the efforts
and results you want to encourage through the marketing incentives plan.
For instance, the goal of “decreasing tax season loading by increasing the
firm’s volume of year-round work” would translate into placing some kind
of premium on efforts to secure engagements that could be executed
outside the tax season. Another example: The goal of “improving the selling
skills and product knowledge of all firm members” might translate into
offering some kind of reward for participation in firm-sponsored training
activities, as well as for demonstrating individual initiative in broadening
one’s understanding of the firm’s capabilities.

WHO SHOULD BE ELIGIBLE?
Because every member of your firm has some opportunity to contribute to
your marketing activities, everyone (with the exception of the partners)
should be eligible to participate in the marketing incentives plan. This
includes your professional staff, all receptionists, bookkeepers and other
administrative personnel, as well as your director of human resources and
any technical specialists you have on board. You must, of course, tailor your
expectations to the abilities and resources of each of these types of
employees.

WHAT WILL YOU REWARD: RESULTS, EFFORTS,
OR BOTH?
In order to prosper, the firm needs its incentive plan to produce results—in
the form of new clients as well as new work from existing clients. And it
makes sense to urge people to concentrate on doing things that will have a
measurable impact on the bottom line.
On the other hand, winning new clients or new work can take time. If
your program only rewards results, only those who are already adept at
marketing will reap any benefits in the short term. And your younger, less
experienced staff may actually become discouraged because there is too
much of a delay between their first hesitant marketing efforts and any kind
of outcome the firm is willing to reward.
That’s why it may actually make sense to do a little of both: offering
substantial recognition and reward for efforts that contribute to the firm’s
2Derived from Sheldon D. Sicotte and Colette Nassutti, M arketing Incentive Program fo r
H em m ing Morse, Certified Public Accountants (San Mateo, CA, May 1989, p. 3).
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profitability, while reinforcing the acquisition of new skills and the develop
ment of resources and relationships that may lead to new work further
down the road.

WHAT KINDS OF INCENTIVES WILL YOU USE?
Of course, the ultimate incentive for most accountants is to be offered a
partnership. Some CPAs believe this incentive is the only one required. But
attaining partnership is usually a long-term goal, and a growing number of
people do not aspire to partnership, including some technical staff as well
as valuable administrative personnel. For these reasons, it is important to
offer other types of incentives.

Cash
When people think about short-term incentives, cold hard cash is usually
the first thing that comes to mind. An estimated 30 to 40 percent3 of all firms
with incentive plans utilize some form of cash incentive, and for good
reason. Money is a powerful motivator, especially if it is awarded fairly soon
after the desired task has been completed.

Gifts
Gifts are a good alternative to cash, especially when they have symbolic
content, such as a leather portfolio with the firm’s name embossed on the
cover or a set of gold Cross pens. Other gift incentives include giving the
firm member a free lunch or dinner for two, gift certificates, or even an
ail-expense-paid weekend trip to a local resort or vacation spot.

Recognition
Although it does not carry a cost, public recognition for a job well done can
be one of the m ost powerful incentives of all. Here are some approaches to
rewarding firm members through public recognition:
■ Acknowledge the firm member’s contributions at a staff meeting, and ask
him or her to describe how the new client (or new work for an existing
client) was obtained.
■ Publicize the firm member’s achievements in the firm’s internal marketing
newsletter.
■ Designate successful firm members as m arketer of the month (or quarter,
or year).
3The figure is the author’s estimate, based on personal experience and discussion with other
consultants in the field.
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■ Ask the managing partner to circulate a memorandum that profiles the
firm member’s contributions and offers congratulations—and thanks.
■ Arrange for the managing partner or another senior partner to treat the
firm member to lunch or dinner (the significance of this event is not the
value of the meal itself, but being singled out by the managing partner, or
another partner, for individual attention and congratulations).
Many accounting firms utilize more than one of these options. For
instance, they may reserve cash for rewarding actual results, such as
bringing in new clients or selling new work to existing clients. Gifts may be
reserved for outstanding efforts that, in the short term, have yet to result in
new revenues for the firm. And public recognition is awarded to all who
deserve it.

WILL YOU ENCOURAGE INDIVIDUAL OR
TEAM EFFORTS?
Many CPAs worry that an incentive plan which rewards individual initiative
may result in destructive competition. One way around this dilemma is to
organize people into teams, and then to reward individual members based
on their contribution to the team ’s overall success. Teams can be built
around traditional department lines, or by the geographic area in which the
team members live.
Even when you plan to reward individual efforts, it is inevitable that
complicated situations will arise, such as “Jim and Janice made the initial
contact, but Janice and Robert made the sale.” You can handle situations
like these by dividing the reward equally among all three players, allocating
the reward unequally in a system of rough justice, or letting the individuals
involved work it out among themselves. This is a subjective process, and
you may wish to consider asking for a brief (one-paragraph) account of how
the client was brought in to the firm, so it will be easier to ascertain the
importance of each person’s contribution. Whatever method you choose,
apply it with consistency.

DESIGNING A RESULTS-BASED INCENTIVE PROGRAM
A results-based incentive program usually focuses on rewarding those who
have brought new clients—or new work from existing clients—to the firm.
Firms using a results-based plan tend to award cash. However, it is just as
easy to award noncash items or other forms of recognition, so you should
consider all your options before creating a plan.
To develop a successful results-based incentive program, you should do
the following:
1. Define what constitutes an acceptable new client. This is usually
done by excluding certain industries of types of clients, and by specifying
minimum billing levels and other criteria.
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2. Characterize the types o f “new work fo r an existing client” that will
be rewarded. Selling new services to existing clients can help strengthen
client loyalty, generate new referrals, and even more follow-up work at a
later date. As a result, many firms place a high value on this type of effort. At
the same time, they do not want to pay out a bonus for work they would
have gotten anyway. Therefore, some firms only award bonuses for new
work provided by a new practice area. For instance, a tax client is
persuaded to sign on for accounting services, or an audit client agrees to let
the firm handle its tax planning work. An exception to this rule might be
upgrading a client from a review to an audit.
Because it is best to err on the side of generosity, you may simply want
to stipulate that staff members be able to document the fact they had
identified the opportunity and then closed on it.
3. Determine the form ula that will be used to calculate the amount o f the
award. In general, the formula is based on some fraction of billings (or
collections) generated during a fixed amount of time. Here are some formulas
that accounting firms around the country have found to be effective:
■ 10 to 20 percent of billings (or collections) for the first 24 months.
■ 7 ½ percent of billings (or collections) for the entire time the client
remains with the firm.
■ If the new client’s realization rate is less than 80 percent, there is no
reward. If it is between 80 and 90 percent, the payout is 2.5 percent of
collections. A realization rate of between 90 and 100 percent yields a
payout of 5 percent, and so forth. The realization rate is based on activity
for a predetermined period of time (for example, one year). One problem
with this approach is that the rate of realization is not something the
person responsible for the sale has any control over.
■ Another variation is to step up the amount of the reward for larger clients
or projects. For example, a firm member might receive 10 percent of the
first $5,000 in fees, 15 percent of the next $10,000 in fees, and 25 percent of
all fees over $15,000. Such a scheme might be applied for the first year that
the client is served by the firm, then graduated downward in the second
year, then terminated in the third.
As you can see from the previous examples, there are almost as many
bonus formulas as there are accounting firms. However, it is safe to say that
the majority of firms award a 10 percent bonus on new work, and award that
amount for either the first 12 or 24 months of work.
One final note: There can be lag times between signing a client on and
commencing significant billable work, and between billings and actual
collections. These factors must be taken into consideration, and you should
develop a protocol that can be applied with consistency and fairness.
4. Determine when the reward w ill be p a id out. The most popular
approach is to calculate rewards based on actual cash receipts. However,
this can lead to significant delays between the firm member’s initiative and
his or her reward. Since incentive plans work best when there is only a brief
delay between the activity you want to reinforce and its reward, it may be
best to pay out on estimated billings instead.
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Partners who do not want to pay a bonus until the payment has been
received can find a compromise by underestimating the expected billings,
paying on that basis, and making an adjustment later on. If the client doesn’t
pay, you may be out a little money, but most firms believe that collections
are the firm’s responsibility, not the m arketer’s.
5. Set up the adm inistration required to m onitor the incentives plan.
Your tracking system must record at least the following items of information:
■ New clients, or new work for existing clients,
■ Billings and collections for the period covered by the incentive plan,
■ Names of individuals involved in developing the new client (or new
work), and
■ Payments made out to those individuals.

DESIGNING AN ACTIVITY-BASED
INCENTIVE PROGRAM
Activity-based incentive programs work particularly well when one of the
firm’s primary objectives is to encourage staff to acquire new marketing
skills, and in so doing expand their business contacts and sell new services
to existing clients. In an activity-based incentive system, points are awarded
each time a firm member successfully executes a desired marketing
activity. When enough points are earned, the firm member receives cash or
other compensation.
Here are some examples of activities you might want to reward:
generating a new lead, getting an appointment with that lead and/or
arranging for a partner to meet with him or her, participating in a
fact-finding meeting, preparing a proposal, identifying a client’s need for
additional work, joining an organization, public speaking, attending events,
and so on. A fixed number of points are awarded for successfully undertak
ing each of these activities. Of course, the activities your firm chooses to
reward will depend on the marketing outcomes you wish to achieve.
As always, it is important to set clear ground rules. Here are a few
examples: Firm members cannot earn points at firm-sponsored events, new
entities created by existing clients do not count as new clients, and points
can be shared by two or more staff, if they both were involved in the same
activity.
One advantage to a points system is that all participating firm members
can monitor their own performance, and (if points are published on a
periodic basis) compare themselves with others. As a result, they will know
if they have fallen behind their peers. This can be a powerful incentive to
becoming more active.

PUBLICIZING THE PROGRAM
Your people will not be spurred to act unless they know what the
consequences of their actions will be. When you actually launch the
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incentives plan, an information package—containing among other things
the plan’s rules and rewards—should be distributed. Partners and managers
must continually remind their staff that the plan is in operation, and
encourage people to seek out new opportunities.
It is also a good idea to include an article about the plan in each of the
firm’s internal marketing newsletters. Recent bonus winners can be pro
filed, and firm members reminded that their efforts are appreciated.

CONCLUSION
Perhaps the most important benefit of launching a marketing incentives
plan is that it forces a firm to define what it really wants, and what it is
willing to pay for. Important questions like “What kinds of clients do we
want to attract to this firm?” and “What do we really expect from our staff?”
must be asked and answered. By addressing these kinds of issues, your firm
will be able to allocate its marketing resources more effectively.
However, if your plan is to be successful, you must—as a firm—be
certain you are willing to reward marketing. You must also be prepared to
invest the resources, including partner time, necessary to support the
incentive plan.
You must also determine what you will reward: activities, results, or
both? New clients, new business from existing clients, or both? Will you
utilize recognition, cash, or other tangible rewards—or a little of each?
When you know the answer to these questions, you can tailor a system
to the unique needs of your organization. In addition, marketing skills
training is essential, as is a clearly defined set of marketing objectives. You
must publicize your incentive system and incorporate desired marketing
skills and efforts into the firm’s performance evaluation system. A sound
administrative system is also essential. Finally, the firm’s management must
take an active and continuing interest in the program, working to resolve
conflicts, make necessary adjustments, and ensure that it really is working.
As marketing enters into the mainstream of accounting firm manage
ment, more and more firms will adopt incentive plans designed to motivate
and reward their staff. By following the guidelines in this chapter, you can
develop a program that is well accepted and will ultimately result in the
firm’s continued growth and prosperity.
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PROPOSALS:
THE FINAL STEP1

Kaye Vivian, ABC
Senior Proposal Writer, Deloitte & Touche
Wilton, Connecticut

INTRODUCTION
Most accountants don’t like to prepare proposals. They almost always
believe preparing a proposal is a burdensome but necessary task to be
endured before the real work of accounting can begin. By contrast, business
owners and managers think of proposals as a great way to evaluate the
quality of a CPA firm’s work before committing themselves. Proposals also
help prospects discover which CPA firm has a genuine interest in—and
understanding of—their business, their goals and frustrations, and the
economic climate in which they must operate.
A proposal is more than a document. It is a process that begins the first
time you discuss a prospect’s service requirements and only ends when that
prospect selects a firm. While a proposal document is almost always involved,
some of the most important moments in the proposal process may occur
during fact-finding meetings, oral presentations, and final negotiations.
The basic steps in the proposal process include the following:
Verifying that the prospect meets your firm’s new client acceptance
criteria.
Selecting the proposal team, and assigning duties.

Researching the prospect to determine his or her service needs.
Making the go/no-go decision, based on the proposal team’s research.
1Adapted from Kaye Vivian, ABC, W inning Proposals: A Step-by-Step Guide to the Proposal
Process (New York: American Institute of Certified Public Accountants, 1992).
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Attending management meetings and conducting site visits, to complete
the information-gathering process.
Developing a win strategy.
Producing and delivering the proposal document.
Developing and making the oral presentation.
Conducting a postmortem evaluation.
While this process appears to be linear, in reality some steps may
overlap or be omitted altogether. And the prospect’s own decision-making
style also influences the sequence. For instance, some prospects may select
a firm shortly after proposal documents are delivered. Hence, one of the last
two steps—making the oral presentation—would become unnecessary.
Although every proposal situation is unique, the sequence described
here is experienced often enough to make it imperative that this chapter
review four of its most important components: making the go/no-go
decision, developing a win strategy, preparing the proposal document, and
making oral presentations.

MAKING THE GO/NO-GO DECISION
Each time a proposal opportunity arises, you should evaluate whether or
not the prospect meets the firm’s criteria for new clients. Before committing
yourself to preparing a proposal, you should do the following:
■ Determine whether or not it is cost effective to su b m it a proposal. In other
words, what are your chances of winning the client? Also, will you be able
to meet the prospect’s service requirements, resolve his or her manage
ment issues, and can your firm compete on fees?
The go/no-go worksheet in Exhibit 25.1 can help you decide whether or
not it is, in fact, cost effective to submit a proposal to the prospect at this
time.
EXHIBIT 25.1

The Go/No-Go D ecision
Company Name:___________________________________________________
Work required:____________________________________________________
Potential for additional work:_______________________________________
Year end:________ Fees to be included in proposal? Yes No
Est. first year’s fees: $________ Est. discount expected (%):_________
Est. hrs. to complete proposal:________
Total est. cost to propose: $________
Competition (other firms):
Their Strengths/Weaknesses
Our Response
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Our major weakness:______________________________________________
Our major strength:________________________________________________
Probable key decision makers:______________________________________
Our relationship with each of them:__________________________________
Other F irm s
Relationship

Arguments against proposing:_______________________________________
Do they meet our new-client acceptance criteria? Yes No
Why/Why Not?____________________________________________________
Any special considerations:_________________________________________

Final decision: Propose Decline to Propose
Recommended by:________ Decision approved by:_________

■ Is the prospect a potential litigation risk? In today’s litigious environ
ment, a firm cannot be too cautious when screening a prospect. Recom
mended guidelines for client screening2 include the following:
1. Determine why the prospective client is changing accountants.
2. Ask the prospect’s management for references and conduct an informal
background check to determine reputation for honesty, credit history
and rating, financial stability, cooperativeness and litigation history,
potential conflicts of interest, quality of management, and competency of
personnel.
3. Determine whether the prospective client’s industry or the services
requested are high risk.
4. After receiving any necessary authorization, contact the prospective
client’s former accountant, as well as attorney, bankers, credit bureaus,
present and past business associates, and employees. Inquiries to the
Better Business Bureau, chamber of commerce, or an applicable trade
association can be especially productive.
Remember, however, that even if the prospective client passes the
screening with flying colors, client assessment does not stop there. It
continues through the proposal process, and in fact, a major goal during site
visits is to assess potential risk areas. Specific guidelines for client screen
ing during the upcoming site visits include the following:
■ Determining the condition of the prospect’s management, finances, and
internal control, and
■ Meeting the prospect’s accounting and tax personnel to determine spe
cific financial needs and the condition of accounting records.
2Adapted from Mark F. Murray, M anaging the Malpractice Maze (New York: American
Institute of Certified Public Accountants, 1992), p. 69.
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DEVELOPING A WIN STRATEGY
When you set out to write a proposal document or prepare an oral
presentation, brilliant prose and competitive pricing are certainly impor
tant. However, they will not be nearly as important as the ability to convey
a keen understanding of the prospect’s industry and particular problems
and needs. To accomplish this, you must be ready to invest at least 70
percent of the proposal team ’s time budget as follows:
■ Identifying the key decision maker(s),
■ Discovering their needs, both corporate and personal, and
■ Enumerating services and benefits.

Identifying the Key Decision Maker(s)
In most small businesses, there will only be one or two key decision makers.
In a larger company, the number of individuals involved in the decision
making process can be legion. While not all of them will have a vote, most
will be in a position to influence the final outcome.
Regardless of the number of key players it is important to learn who will
be involved in the proposal process and who will have the key decision
m aker’s ear when the moment of truth arrives. These are the people you
must interview to learn not only about what the key decision maker wants,
but also about what they themselves expect from a new accounting firm.
You must address them all in your proposal document and oral presenta
tions. Knowing the role each plays in influencing the ultimate decision
maker will help you develop a win strategy.
The following is a list of possible decision makers and decision
influencers. You might never encounter all of these individuals in any one
proposal situation, but it is useful to think about this list when you are
invited to propose.
■ P rim ary decision maker. This is usually the CEO. He or she almost
always has final say over the budget. Your best bet is to have a solid
business relationship with this individual before entering into the bidding
process. If this is not the case, find ways to establish rapport as soon as
possible in the proposal process.
■ Influencer. Typically, this is an old friend or longtime associate of the
decision maker, someone he or she uses as a sounding board. In the case
of a smaller business, this might be an outside attorney or a fellow
Rotarian. If you have been able to identify this individual, ensure that he
or she knows your track record in serving similar businesses.
■ Advocate(s). This individual has some strong personal motive for seeing
that you succeed. Possibly an alumni of your firm, he or she speaks out on
your behalf when the decision makers meet behind closed doors. Arm this
person with all of the facts so he or she can make a convincing argument
on your behalf. Keep him or her well informed throughout the proposal
process. You may also want to ask for suggestions on how best to
approach the key decision maker(s).
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■ Veto voter. This can be anyone in the prospect’s business who may have a
personal reason for preferring another firm. He or she may influence key
decision makers to put your proposal in the B pile. All you can do to
counter this individual is to try to uncover his or her objections and
address them.
■ Evaluator. This is someone, usually in middle management, who has been
asked to serve as a liaison with accounting firms. This individual may be
asked to weigh proposals against some predetermined selection criteria
and make recommendations. Work to gain this person’s confidence in
your credentials and working style. Find ways to encourage him or her to
reveal the selection criteria being used before preparing the proposal.
■ Gatekeeper. This is a high-powered secretary or administrative assistant
who screens incoming calls and inquiries for the senior executive. Win
this person’s confidence and respect by treating him or her courteously
and acknowledging the gatekeeper’s importance.

Discovering the Prospect’s Needs
Once the key decision makers and decision influencers have been identified,
begin gathering as much information as possible about their accounting
service needs. This needs analysis process precedes any attempt to prepare a
proposal document or oral presentation. Here are the topics to address:
■ Objective requirements for accounting services,
■ Short- and long-term goals for the business,
■ Concerns about problems in the business, such as poor performance in
certain divisions or difficulty in controlling inventory, and
■ Personal standards related to service excellence, such as expecting to
reach the engagement partner each time he or she calls (you can learn a
lot by listening to how the prospect talks about his or her current
accounting firm).
Almost all prospects, especially those being served by small to medium
sized firms, will be willing to meet with you—at least once—to discuss their
requirements. Make the most of these meetings. Develop interview ques
tions that are open-ended, leading the interviewee to share as much as
possible about the history of the company, the goals and frustrations of
management, what they liked or disliked about their previous accountants,
and so on.
When you feel you have gathered all of the necessary information,
review the “twelve Cs” listed below and make sure you can answer each
question with a “yes.”

Selection Criteria: The Twelve Cs
1. Cost: Do we know if our fee is in the acceptable range?
2. Chemistry: Do the key decision makers like and trust us?

344

SECTION

IV

TOWARD THE BOTTOM LINE: SELLING AND PROPOSALS

3. Comparable experience: Is the prospect aware of our track record of
serving clients with similar needs?
4. Capabilities: Do we have the staff and technology to serve this client
effectively?
5. Credentials: What is our proof?
6. Clear com munication: Have we established a pattern of effective
communications?
7. Client service com m itm ent: Have we shown that the prospect will be
important to us? Also, are our references speaking well of us?
8. Centralized control: Can our service team members manage this work
effectively?
9. Competence: Have we been able to prove we will do the right thing?
10. C ontinuity: Do we have a proven track record of low staff turnover?
11. C reativity and initiative: Can we show them we will always be looking
for ways to help them reduce costs and increase profits?
12. Contacts: Do we know all the members of the prospect’s decision
making group?
Never underestimate the importance of contacts. Contacts can make or
break a proposal’s success by providing information and supporting your
firm as the preferred choice. It is therefore important that the proposal team
identify their contacts within the prospective client’s organization and
decide how best to use them. The tactics of maintaining and managing
contacts should be an integral part of your proposal strategy.

Enumerating Services and Benefits
and Offering Proof
So far, we have discussed how to identify key decision makers and
influencers and learn about their service needs. Now, you must explain how
your firm’s features translate into desired corporate and personal benefits,
and then go on to prove you can deliver as promised.
A feature is the service or expertise the firm can provide (example:
quarterly financial statements). A benefit is what the prospect gains as a
result of receiving the service or expertise (example: the statements will be
delivered within four weeks of the close of the quarter, enabling the client to
satisfy lender requirements). To put it another way, features answer the
question “What?”—What will the CPA firm provide? and benefits answer
the question “What’s in it for me, or the company?”
Each time you describe a service, ask yourself: “What will the decision
m aker gain, save, do, or become as a result of receiving this service?” For
example, the decision m aker might gain the ability to seek additional credit
from a lender, or save 5 percent in overhead as the result of streamlined
operations, or be free to focus on other concerns of the business such as
overseas expansion. It is just as important to focus on the latter as it is to
describe the former, so you should organize each selling point in this way:
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■ Observation. Make an observation or recommendation. Example: “You
have expressed concern about the fact that changing auditors will add to
the burdens of an already overworked staff.”
■ Benefit. Identify the benefits the client will receive by using your firm.
Example: “We understand your concern, and can assure you we know
how to make the transition as easy as possible for your people.”
■ Feature. Explain how your firm can solve the problem. Example: “We will
provide a computerized questionnaire that can be filled out by your staff,
at their convenience, before we arrive.”
■ Proof. Offer proof, using evidence, and whenever available, expert testi
mony. Example: “We employed this approach when we audited ABC,
XYZ, and BBR, and they found it very effective. Bob Johnson, VP of
finance at BBR, said our approach caused little disruption for his staff.”
In short, a proposal document or oral presentation that starts off by
detailing the prospect’s goals and needs has a much higher chance of
capturing his or her attention and interest. As Benjamin Disraeli said, “Talk
to a man about himself, and he will listen for hours.”

PREPARING THE PROPOSAL DOCUMENT
Although the proposal document is only one of several factors influencing
the prospect’s selection, it is highly important. This is the moment when all
of your research and planning comes together, and you tell the prospect
what you have heard, what you think he or she needs, and how you will
meet those needs.
While a proposal document may not win the engagement for your firm,
it can easily be the reason why you are eliminated from further considera
tion, so it is important you do everything required to ensure that your firm
advances to the next round of evaluation (generally the oral presentation).
The purpose of a proposal document is to convey the following
information:
■ The CPA firm understands the prospect’s business, as well as its needs
and expectations.
■ The CPA firm meets all of the prospective client’s selection criteria.
■ The CPA firm differs—and is superior to—its competitors in ways that
make it better qualified to meet the client’s needs.
■ The CPA firm is professional and committed and its people are well
qualified to do the work.

Elements of the Proposal Document
There are four basic parts to a proposal document: the transmittal letter,
executive summary, body, and appendixes.
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The Transm ittal Letter. The transmittal letter can be an executive
summary that highlights the key messages and selling points that are
explored in much greater detail in the body of the proposal. Or it can be a
brief introductory letter accompanied by a separate executive summary.
Regardless of the form you choose, write this part of the proposal document
last, to assure it conveys the key messages found elsewhere in the text. The
transmittal letter should include the following elements:
■ The CPA firm’s appreciation for being considered,
■ A statement that conveys an understanding of why the prospect has
requested a proposal,
■ A statem ent that conveys the firm’s understanding of the engagement
being discussed,
■ Arguments about why the firm is best qualified to perform the services in
question, and
■ An affirmation concerning the CPA firm’s genuine interest in working
with the prospect.
The transmittal letter is also the best place to ask for the business. Most
accountants simply present their firm’s credentials without conveying their
eagerness to do the work, assuming the prospective client realizes how
interested they are. Never assume: If you don’t ask for the work, the
prospect may be forced to conclude some other firm is more interested.
The E xecutive Summary. In proposal documents that are 30 pages or
longer (appendixes included), it is appropriate to include a brief executive
summary. This summary highlights your points of differentiation and key
selling messages. It should be no more than two pages. The content of the
executive summary does not follow any predefined sequence or format.
Instead, it should be structured in the way that will make the m ost sense for
the primary decision maker. It does not have to m irror the proposal
document, which may have a different, or wider, audience. For example,
you may choose to arrange the text graphically in a table, in parallel
columns, in an interview format, or in simple short paragraphs with
headlines that convey key selling points.
The Body. This part of the proposal document goes to the heart of the
matter, reviewing each of the prospect’s requirements and building a convinc
ing argument as to why he or she should choose your CPA firm. If a Request
for Proposal (RFP) was submitted by the prospective client, the proposal
team should follow it carefully, using its information requirements as an
outline. If no RFP was provided, then the proposal team should organize its
remarks so the issues of greatest interest to the client appear first. As you
prepare this section of the proposal document, remember to use the guide
lines listed earlier concerning observation-benefit-feature-proof.
A ppendixes. Use appendixes for the following:
■ Descriptions of special services and fees for projects beyond the primary
scope of the proposal,
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■ Audit scope or work schedule,
■ Review of the firm, its history, resources, and methodologies,
■ A list of firm locations,
■ Service team biographies,
■ A list of representative clients, especially those in the prospect’s industry,
and
■ References, article reprints, and relevant client testimonials.
Remember that even this boilerplate material should be tailored to the
unique information needs of the prospect.

Types of Proposal Documents
There are four basic types of proposal documents: statem ent of qualifica
tions, fee proposal, letter proposal, and reproposal. Each is described here.
As a rule, the dictates of the request for a proposal or the relationship you
have with the prospect dictates the type of proposal document employed.
Statem ent o f Q ualifications. When a prospective client requests a
statem ent of qualifications it typically has not yet made a commitment to
changing accounting firms. Sometimes, asking another CPA firm for a
statement of qualifications is just a company’s way of letting its current
provider know it is looking for a higher level of service or lower fees.
However, requests for a statement of qualifications often leads to a fee
proposal opportunity within 12 months, so it pays to make it persuasive and
compelling. Also, you should make a concerted effort to become better
acquainted with key officers of the prospective client’s company, so if they
do call for a fee proposal later on, you will be on the inside track.
Here’s a brief list of what a statem ent of qualifications should contain:
■ Transmittal letter (as just described),
■ The body, containing:
—an overview of the firm’s credentials including a discussion of the firm’s
experience in serving other clients in the prospect’s industry,
—an organizational chart showing the reporting relationship between
members of the proposed service team and relevant partner and
industry specialist biographies,
—A review of any other concerns or areas of interest, including the firm’s
peer review standings, client gains and losses, continuing education of
staff, and so on, and
■ Appendixes (as ju st described).
F ee Proposal. A fee proposal answers the prospective client’s question
“How much is it going to cost?” If the request for a fee proposal follows a
recent request for a statem ent of qualifications, the fee proposal can be
brief, containing only a review of key selling points, and, of course, the fee
estimate. Here’s a quick look at what the written proposal would contain:
■ Transmittal letter (as just described),
■ The body, containing:
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—a brief review of key issues and the benefits derived from selecting your
firm,
—a listing of the services to be included for the fee quoted,
—any additional information requested by the prospective client, and
■ The appendixes (as just described).
If this is the first proposal document the prospect will receive from your
firm, it should include a statem ent of qualifications with a review of
proposed services and fees attached.
L etter Proposal. Most smaller firms use the equivalent of a standardized
form letter for many proposal opportunities. Because these firms are
generally working with smaller or family-owned businesses, a letter pro
posal is appropriate.
Letter proposals are typically four to seven pages long. They can be very
effective because they are brief, and as a result, the prospective client may
read every word—which is not always the case with longer proposal
documents. By the same token, letter proposals can be more challenging to
create because they must focus immediately on key issues. Here’s a review
of what a letter proposal should cover. Also see Appendix 25.1 for a sample
letter proposal.
■ The body, containing the following:
—A review of the prospect’s needs,
—A review of services to be rendered and a discussion of how these
services will benefit the prospect,
—Brief biographies of service team members,
—A statem ent of the fee,
—A discussion of why your firm is most qualified to serve the prospect,
—Case studies illustrating how your firm has helped other clients in the
same industry, and
■ Appendixes (as just described).
Reproposal. Unless the client is obligated to put its accounting work out
for bid on a periodic basis, the call for a repeat proposal usually indicates
your client is not completely happy with you. It is never enjoyable to find
out a client is unsatisfied, but if you want to retain your client, the
reproposal m ust include the following:
■ Transmittal letter. The letter should contain a review of your firm’s track
record, along with the savings or benefits the client incurred while
working with you. This section should also include an executive summary
of the changes that will be made to correct problems identified by the
client.
■ The body, containing:
—An honest appraisal of the situation and, if appropriate, an acknowledg
ment that errors have been made.
—A list of proposed changes.
—The service team ’s organizational chart, highlighting staffing changes to
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be made. Brief biographies of new service members should also be
included.
—A review of the work the firm has performed for the client, and a
discussion of the positive outcomes that have been obtained.
—References to your firm’s ability to help the client deal with any pending
transactions or opportunities that competing firms may not yet be
aware of.
—A reference to the potential disruption that might occur, should the
client decide to change accounting firms.
—A discussion of the benefits the client will receive by choosing to
remain with your firm in the future.
—Fees, including explanations for any reductions.
■ Appendixes (as ju st described).

Writing the Proposal Document
Naturally, the more professional the proposal, in both appearance and
quality of prose, the better its chances are of making a good impression.
Even if you cannot afford to hire a professional w riter there is probably
someone on staff who is experienced in writing and editing. Don’t overlook
anyone in your search. You never know: One of your quiet bookkeepers
might have a degree in English and spent several years working for a
national newspaper before changing careers.

Tips for Writing the Proposal Document
■ Avoid acronyms, abbreviations, colloquialisms, and accounting firm
jargon whenever possible,
■ Use an active voice and conversational language,
■ Use graphics and visual enhancements only when they help to
emphasize key points,
■ Limit sentence length to not more than three typed lines,
■ Limit lists to six to nine items (except client lists),
■ Proofread the final version personally, and
■ Ask your marketing partner or managing partner to review the
proposal and comment on its persuasiveness and effectiveness.

MAKING ORAL PRESENTATIONS
In oral presentations impact and style are everything. We are not advocating
form over substance, but you must accept the fact that the adage “the
medium is the message” is highly relevant. After all, you are selling people
and their expertise, not a product that can be sampled or judged before it is
purchased. Because your prospects cannot easily measure the quality of
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what you offer, they will look for evidence of quality in everything you do,
even how you dress, how you speak, and how professionally you make your
presentation.
When you know you will be making an oral presentation, assemble your
team and develop a plan of action. At your first meeting, review the
following questions, and take them into consideration as you prepare:
■ Has anything changed since you delivered the proposal document?
■ Are there any additional decision makers to be taken into account?
■ How have the decision makers reacted to your proposal and those of your
competitors?
■ Which firm, if any, is in the lead?
■ Are there any veto voters?
It is at this juncture that having an inside contact or advocate can be
very helpful. Without one, you may have difficulty obtaining answers to
some of the questions on this list.

Parts of the Oral Presentation
While not everyone will have carefully reviewed your proposal, the presen
tation should not be a word-by-word recapitulation. If you have gotten this
far, chances are good that management finds your capabilities acceptable.
Now they will focus on whether or not you are best qualified to meet their
needs.
Like any good business letter or report, an oral presentation has three
parts:
Introduction. Briefly review the benefits of service that you will discuss
during the meeting, and then summarize what will happen immediately
following the prospect’s decision to retain your firm.
Body. Focus on benefits, not features (services). Organize your presenta
tion so the issues most important to the client are discussed first. This will
help convince decision makers that you really do understand their needs.
As in the written document, use the observation-benefit-feature-proof
method, described earlier to demonstrate your understanding of the pros
pect’s business and industry. Explain how specific services will help
achieve his or her goals. Finally, make it clear that you will do more than
react, you will become an active member of the company’s management
team.
If the company has experienced difficulties, exercise caution in discuss
ing what you will do to set things right. Try to learn about the politics of the
organization and the individuals you are dealing with before making
statements before a large group of people.
Closing. Your team now has an opportunity to summarize key messages,
review the features that distinguish your firm from other firms, and ask for
the work.
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Q uestions and Answers. The question and answer period usually follows
your prepared remarks and is the last opportunity you will have to
overcome objections, whether expressed or implied. While your objective
is to be hired, the decision makers are always looking for reasons to
eliminate contenders. It is therefore important for you to confront objec
tions in a highly competent manner and turn potentially damaging situa
tions into new opportunities for demonstrating your strengths.
If decision makers want to interrupt your presentation and ask ques
tions, encourage them. You will demonstrate your comfort with the process
and with them.

Preparing the Oral Presentation
Speakers. Never send more people than the number representing the
prospect. Send only those who will be speaking at the meeting. The
engagement partn er should be in charge of the team. If the m an
aging partner is present, he or she should defer to the engagement part
ner. The issues determine who speaks, not the relative seniority of team
members.
Rehearsals. If you have team members who are uneasy about making an
oral presentation, you should invest in one or more rehearsals. Choose an
occasion when everyone can attend, and then run through the presentation,
trouble-shooting as you go. Ask someone in the firm to come in and hurl
difficult questions at your team. Make everyone practice their responses
until they are comfortable.
You may even want to use a proposal coach—a person who can help
team members develop polished presentation skills. Don’t limit this per
son’s role to helping with public speaking techniques. Find someone who
can make a significant contribution to the proposal’s content, strategy, and
organization. If hiring is not in your budget, find someone inside the
organization who can act as the proposal guru. This individual should have
a record of success in making oral presentations.
Visual Aids. Slides, presentation boards, and handouts can greatly en
hance your presentation. Use the highest standards in preparing them, but
make sure they do not draw attention away from what your presenters are
saying. Here is a brief checklist of issues to consider:
■ If you employ sign boards or flip charts, two colors of ink can be more
attention-getting than black on white. Avoid using all capital letters, as
this is harder to read.
■ List no more than nine items on a slide, handout, or board.
■ Complete your presentation with a chart that summarizes key points, and
leave it on display until the end of the meeting.
■ Keep the lights on at all times, even if showing slides.
■ Use a tabletop easel if there are five or fewer people.
■ Use poster boards for a meeting with nine or fewer people.
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■ For ten or more people, use overheads.
■ Ensure that the key decision maker has the best seat for seeing your
visuals.

Tips for Preparing the Oral Presentation
■ Visit the room in advance, and learn what the layout of the room will
be on the day of your meeting.
■ Try to use equipment that is already located in the room.
■ Either bring your own equipment, or ask to test theirs before the day
of the meeting.
■ Listen for noisy fans, equipment, or sounds from outside the room
that can distract listeners and interfere with your presentation.

CONCLUSION
As we approach the close of this century, there is nothing to suggest that
CPA firms will have an easier time of obtaining—and keeping—good
clients. Nearly all firms are gearing up their marketing efforts, and most will
become even more aggressive when it comes to preparing proposals.
To succeed, you will have to think of each proposal opportunity as a
potential investment and subject it to the same type of scrutiny before
becoming committed. Carefully weigh your competitive advantages against
those offered by other CPA firms interested in the prospect: Can you
honestly say you will be among the top three firms competing for this
prospect, in terms of capabilities, experience, and interest? And don’t forget
to review the client—is this the kind of client you want to be serving in a
year, in five years, in ten years?
Ultimately, the ability to focus your energies on gathering information
about the client’s industry, history, and objectives will be critical to your
success. Remember to commit almost three-quarters of your time budget to
this phase of the proposal, leaving only the minimum time required to
assemble a compelling written document and oral presentation.

APPENDIX

25.1
SAMPLE LETTER PROPOSAL

Mr. Thomas Thomson
St. Charity Hospital
123 Main Street
Ourtown, MA 98765
Dear Mr. Thomson:
That you for the opportunity to meet with you, Susan, Paul and Frances.
We are pleased to present our qualifications for the audit and concurrent
management review of St. Charity Hospital for the year ending January 31,
19__. This letter describes the professional services that Local & Local,
CPAs, can offer to meet your needs.
Local & Local was organized in 1963 and continues to experience
substantial growth. We have grown into a reputable regional firm, espe
cially in the health care industry. We offer St. Charity the best of two
worlds—the experience and expertise of a regional firm, combined with the
attention and focus of a dedicated local firm. We are truly large enough to
meet your needs, yet small enough to deliver the responsive service you
expect. Health care is one of two major industry focuses for us.
There are three significant reasons why we believe we are distinct from
other firms that want to serve St. Charity:
1. We are a leader in New England in providing audit, tax, and business
advice to the health care industry.
2. We offer a broad-based management consulting practice composed of
highly experienced health care management professionals to supple
ment our audit. They are ready to assist St. Charity Hospital in virtually
any management, operations, or financial area.
3. The service team we have selected—from supervisory senior to part
ner—has more than thirty years of combined experience serving major
hospitals and other health care clients.
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R epresentative Clients
Some of our hospital and health care clients include the following:
■ Barnes Hospital
■ Children’s Hospital of Boston
■ HealthEast
■ Jewish Hospitals of Boston
■ Leominster Hospital
■ St. Luke’s Hospital (Worcester)
■ Sudbury Critical Care
■ University of New Hampshire Medical School
■ VHA/Massachusetts
■ Yankee Alliance
Our Service Team
Sara Meyers, audit partner, assisted by Bob Brown, audit senior manager,
will be responsible for all services provided to St. Charity. Sara is one of the
most respected senior partners in our firm, and serves as a member of our
firm’s Management Committee and co-director of our Health Care Industry
Specialty Group. Sara would ensure that our resources are coordinated
efficiently to provide value and support to St. Charity in achieving its
business objectives. Her clients have included Children’s Hospital of
Boston, HealthEast, Jewish Hospitals of Boston, Leominster Hospital, and
Shared Medical Technologies.
Bob Brown has more than twelve years of experience, including two
years as associate director of Saint Anthony’s Hospital in Phoenix. Bob is a
health care specialist for our firm, and has hands-on experience with all
issues of hospital management. His clients have included Children’s Hospi
tal of Boston, Leominster Hospital, Richland Memorial Hospital, St. Luke’s
Hospital (Worcester), and Mercy Medical Clinic.
In addition, Sara will from time to time draw on the special expertise of
Tom Bums. Tom has more than twenty years of experience serving health
care industry clients, and serves as co-director of our Health Care Industry
Specialty Group. Tom has provided acquisition-related services on health
care industry transactions and has directed feasibility studies for financing
and participated in operations and productivity studies and business office
reviews. Tom’s clients have included Barnes Hospital, Johns Hopkins
Medical Center, Children’s Hospital of Boston, Jewish Hospitals of Philadel
phia, NorMass Medical Center, St. Vincent’s Hospital, Presbyterian Hospi
tal, and Medical Associates Clinic.
Tax and Management Consulting Services
We have found from experience that audit services are only a fraction of the
services required by a not-for-profit hospital. For some of our clients, we
function as the primary management and fiscal advisor to the executive
director, board of directors, and controllers. We are available at all times to
offer advice on any fiscal and management m atter in which you need
assistance.
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Our tax department consists of seven partners and thirty professionals.
A number of these have extensive health care and/or not-for-profit experi
ence. They are knowledgeable in all aspects of the tax questions and filings
required by both the federal government and the state of Massachusetts. As
part of our engagement, we would prepare federal and state of Massachu
setts information returns and other registration reports as required for that
year.
Our computer department and management consulting professionals
can provide advice in various information systems-related areas, including
patient billing, third-party reimbursements, and management information.
We are familiar with the system you are currently installing, and will be able
to interact efficiently and intelligently with it.
Audit Scope and O bjectives
We would audit the balance sheet of St. Charity Hospital as of January 31,
19__and the related statements of activity and cash flows for the years then
ended. Our audit will be conducted in accordance with generally accepted
auditing standards. The financial statements are solely the representation
and responsibility of the hospital’s management. Our responsibility is to
express an opinion on them based on our audits.
If we become aware of any errors, irregularities, illegal acts, or certain
m atters involving deficiencies in the internal control structure and its
operation that we consider to be reportable conditions under the standards
established by the AICPA, we will communicate them to you. At the
conclusion of each year’s audit, we will submit to the hospital’s Board of
Directors a report containing our opinion on the financial statements. If, for
any reason, we are unable to render an unqualified opinion on the financial
statements, we will discuss this with you and the hospital’s management in
advance.
Audit Administration
We anticipate that in late fall of 19__we will hold a planning meeting that
will include representatives of your Board and management. This meeting
will be at our expense and is part of our investment in a long-term
relationship. At our meeting, we will discuss and schedule our preliminary
audit fieldwork and discuss your expectations. After completion of the
year-end fieldwork, we will hold an exit conference with you to discuss
management letter points and any other audit issues. Finally, we will
present the audit report and management letter to the Board of Directors.
This will give the Board an opportunity to discuss any questions or
concerns regarding the hospital and its operations. Our experience has
shown that this enables the Board to better understand the fiscal operations
of the hospital.
Estim ated F ees
Our fees are based on the time spent on the engagement and the standard
hourly billing rates of the individual assigned. Our fees for this engagement
are based on the following hourly rates:
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Partner
Health care specialist partner
Manager
In-charge
Staff Assistant

$100-$125
$150-$250
$60-$90
$40-$55
$30-$40

Although we have strong credentials in the health care industry, our
firm is smaller than the other firms you have asked to propose, and our
overhead rates are lower. We pass those savings along to clients like St.
Charity. This can be an important factor in your decision. Our goal is to help
you contain your costs. With Local & Local, you get industry prominence at
a reasonable rate. Based on our experience in other similar engagements,
our proposed fees are as follows:
Examination of the statem ent of assets, liabilities
and equity of St. Charity Hospital as of January 31,
1993 and the related statements of income and
expense and retained earnings for the year then
ended, and report to the Audit Committee and
Board of Directors

$34,000

Management review of the systems and proce
dures of St. Charity Hospital, issuance of report,
and recommendations

$ 11,500

The estimated fees exclude out-of-pocket expenses, which will be billed
separately. Fees for tax and consulting services, as in other areas of our
practice, are based on the time actually spent on a given project, at hourly
rates reflecting the experience of the professional involved. Invoices will be
rendered monthly and are due and payable in thirty days. A 2 percent
discount is available for invoices paid by the 25th of the month following
billing. We reserve the right to suspend services if the balance due in your
account includes invoices that are 120 days or more in arrears. We will
provide you with a full accounting of time and billing charges on an interim
basis at your request.
These fees are based on the understanding that the overall condition of
St. Charity Hospital’s financial and accounting records is excellent and that
we will receive the support from the hospital’s personnel necessary for the
preparation of requested schedules and other supporting documentation as
previously indicated in this proposal. If conditions are such that our audit
procedures result in a reduction in this fee, you will be charged the lower
amount and not the fee estimated in this proposal.
Summary
We believe the foregoing meets the requirements of your Request for
Proposal, but if you have any questions, please let me know. We would be
pleased to discuss this proposal with you at any time. Thank you again for
the opportunity to propose. We believe that as you review the qualifications
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of all the firms you will find Local & Local well qualified to provide you with
the services you require. We look forward to working with you and the
personnel at St. Charity Hospital.
Very truly yours,

Marion R. Clark, CPA
Managing Partner
Local & Local, CPAs
[Additional pages o f detailed resumes m a y follow this page.]
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SERVICES AND PUBLICATIONS
OF THE MANAGEMENT OF AN
ACCOUNTING PRACTICE
COMMITTEE
CONFERENCES
Conferences produced annually or semiannually include National Practice
Management and Firm Administration Conference, National Practice Man
agement and Marketing Conference, and National Small Firm Conference. All
conferences offer practical hands-on guidance with an emphasis on the
exchange of management experiences (problems and solutions) among
practitioners. Call (212) 596-6139 for additional information on conferences.

INQUIRY SERVICE
The MAP Inquiry Service responds to member inquiries concerning firm
management and administration. Call (212) 596-6139.

PUBLICATIONS
Except where listed, call the AICPA Order Department at (800) 862-4272 or
(201) 938-3000 (outside U.S.).
M A P H a n d b o o k , a comprehensive 1,000-page, three-volume loose-leaf
reference service on practice management, is updated annually. It includes
more than 200 forms, sample letters, checklists, and worksheets, all easy to
reproduce or adapt for your practice needs. It provides detailed financial
data and policy information, for firms of various sizes, that enable you to

compare your performance with that of comparable firms. Topics covered
include developing an accounting practice, administration, personnel part
nerships, and management data. For information call (212) 596-6137; to
order call (800) 323-8724.
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TOWARD THE BOTTOM LINE: SELLING AND PROPOSALS

M A P S e le c te d R e a d in g s , a companion book to the MAP Handbook, is
a readers’ digest of over 500 pages of articles on successful practice
management, specially compiled from leading professional journals. The
articles contain numerous profit-making ideas for your practice. A new
edition is published annually. For information call (212) 596-6137; to order
call (800) 323-8724.
M A P W O R K S —D O C U M A P contains, on diskette, documents from the
MAP Handbook dealing with organization, client engagements, and person
nel. Available in three formats: APG2—No. 016911, ASCII—No. 090080, and
WordPerfect 4.2—No. 090081.
O n Y o u r O w n ! H o w to S t a r t Y o u r O w n C P A F ir m provides
nuts-and-bolts advice on how to start a CPA firm. It contains a wealth of
hands-on information on operating profitably, and is useful to both new and
established firms as well as to prospective firm owners. Product No. 012641.
O r g a n iz a tio n a l D o c u m e n ts : A G u id e f o r P a r t n e r s h i p s a n d P r o 
f e s s i o n a l C o r p o r a tio n s is a guide to drafting a partnership agreement and

corporate documents. The book includes a sample partnership agreement
with more than 100 provisions and a step-by-step approach to incorporat
ing. Book: No. 012640; WordPerfect 4.2 disk: No. 090091; ASCII disk: No.
090090; Book and WordPerfect 4.2 disk set: No. 090096; Book and ASCII
disk set: No. 090095.
Management Series booklets cover the issues your clients are dealing
with now. Designed to help you help your clients solve their management
problems, the series includes Management o f Working Capital (No.
090060), Financing Your Business (No. 090061), M aking the Most o f
M arketing (No. 090063), Managing Business R isk (No. 090062), and
International Business (No. 090064).
P r a c tic e C o n tin u a tio n A g r e e m e n ts : A P r a c tic e S u r v i v a l K i t ex
plains how you can preserve the value of your practice in the event of death
or disability. A practice continuation agreement can prevent the value of
your practice from dissipating, provide financial and emotional benefits to
your family, and help fulfill your professional responsibility to your clients.
Product No. 090210.
M a n a p in g th e M a lp r a c tic e M a z e offers firms specific techniques for
lowering their risk of liability. It identifies criteria for evaluating a firm’s
existing defensive practice program and shows how to develop such a
system if one is not in place. The book also features a ten-step plan to follow
when a claim is brought and discusses such vital management issues as
practicing without insurance, documenting engagements, selecting an at
torney, and implementing a quality control system. Product No. 090380.
W in n in g P r o p o s a ls : A S t e p - b y - S te p G u id e to th e P r o p o s a l P r o 
c e s s takes you through every step of the proposal process from its

preliminary steps to conducting a postmortem following the prospective
client’s decision. Detailed chapters explain how and where to conduct
research, what to look for during on-site visits, how to map out a strategy
that distinguishes your firm from competitors, what is the appropriate
composition of the proposal document, and how to ensure your sales
presentations work. Product No. 090390.
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M a n a g in g b y th e N u m b e r s : M o n ito r in g Y o u r F ir m ’s P r o f it a b il it y

assists you in your efforts to improve your firm’s long-term financial
performance. It helps you identify immediate opportunities within your
firm and provides you with a dynamic tool to manage your practice better
on a regular basis. The book instructs you step by step how to examine the
numbers behind the numbers and uncover situations that may not be
obvious in conventional financial statements. Product No. 090220.
S e a s o n a lity : P r a c ti ti o n e r ’s S u g g e s tio n s f o r M a n a g in g W ork
L o a d C o m p r e s s io n is a summary of creative approaches to dealing with

this professionwide problem. The suggestions come from the responses of
over 100 managing partners to a MAP Committee survey on seasonality, as
well as tips gleaned from AICPA MAP conferences and professional
publications. S e a s o n a l it y is an impressive compilation of initiatives used
by firms to increase profits and improved quality of life for owners and staff.
Product No. 090400.
S t r a te g i c P la n n in g : A S t e p - b y - S te p G u id e to B u ild in g a S u c c e s s 
f u l P r a c tic e provides a detailed approach to the design and implementa

tion of a strategic plan. The process can be applied by both small and large
firms. It will produce not only action plans and a documented strategic plan,
but also create the synergy, focus, and commitment that enables firms to
maximize opportunities for growth and profits. Product No. 090402.
W o r d P e rfe c t in O n e H o u r f o r A c c o u n ta n ts is a crash course in the
most popular word processing and document storage software package
used by accountants. It is designed for the busy practitioner who wants to
get up to speed in WordPerfect basics without slogging through a compli
cated user manual. In four easy lessons, you will learn the basic steps for
getting a simple job done using WordPerfect. The four lessons average
about 15 minutes each. That’s your WordPerfect in one hour! Product No.
090085.
The M a p C o m m itte e S u r v e y o n P r o f e s s io n a l S t a f f was sent to 5,000
managing partners and 5,000 professional staff members. Topics addressed
by the survey include actions taken by firms to address the increase in
female professional staff, the nonpartnership track, movement of staff into
industry, staff conflicts, mentoring, and maternity/paternity leave. Product
No. 090005.
The M a p R o u n d ta b le D is c u s s io n M a n u a l contains guidelines for
organizing a MAP roundtable discussion group. Such a group can help firms
find practical solutions to common problems through regular meetings and
information exchange. The guidelines include sample correspondence,
forms for administering a roundtable, and nearly forty suggested discussion
outlines on topical management issues. To order call (212) 596-6139.
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EDITOR
C olette P. N assutti
Consultant
San Jose, California

Colette Nassutti is an independent marketing consultant who specializes in meeting the
communications needs of accounting, law, and other professional service organizations. She
has nearly ten years of marketing communications experience, all of it in the arena of
accounting and professional services marketing.
Prior to forming her own practice, Nassutti worked as a marketing consultant with
Bacigalupi Associates in San Francisco and as director of marketing for Hemming Morse,
Inc., CPAs, a large local accounting firm also in San Francisco.
Nassutti is a co-founder of the Association of Accounting Marketing, and served as
secretary on that organization’s first board of directors. She has lectured on the subject of
professional services marketing before a variety of organizations, including the American
Institute of Certified Public Accountants, the California Society of Certified Public Account
ants, and the Association of Accounting Marketing.
She holds a BA with honors from Pomona College

CONTRIBUTING AUTHORS
August J. Aquila, PhD
Senior Vice President, Practice Development Institute
Chicago, Illinois

August J. Aquila is a nationally known consultant to CPA and law firms in the areas of profit
improvement, new business development, strategic marketing planning, and management
issues. Since 1979 he has specialized in helping professional services firms develop and
manage new business. In 1986, Aquila received the distinction of becoming the first
marketing director to achieve an equity position in a CPA firm. He has worked with firms in
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the United States and Canada. He is a frequent speaker and retreat facilitator as well as a
recognized author in several nationally syndicated publications, and the author of two
books, Accountants Who Sell and the Practice Development Guide to CPA F irm Mergers.
A former Fulbright fellow, he earned a BA in MBA from DePaul University (Chicago)
and a PhD from Indiana University (Bloomington). He is an adjunct professor in the
Marketing Department at DePaul College of Commerce.

Barbara A. Bacigalupi
President, Bacigalupi Associates
San Francisco, California

Barbara A. Bacigalupi founded her consulting practice in 1985, in response to the profes
sional services marketing revolution. Her clients include regional, national, and Big Six
accounting firms, accounting firm networks, law firms, health care organizations, and
private educational institutions.
The services provided by Bacigalupi Associates are comprehensive in scope, and
emphasize research surveys for market definition and client satisfaction, facilitation of
partner groups through strategic visioning and leadership succession, sales training and
coaching, and vertical niche campaign strategies that utilize unique approaches to advertis
ing, direct mail, and media programming.
Bacigalupi is recognized for her personable, energetic training style that motivates clients
to modify personal behavior and take greater charge of their firm’s future. A Phi Beta Kappa
graduate from the University of California, Berkeley, she completed the honors’ program with
great distinction. Her master’s degree was earned from this same institution in 1974.

W. Jeffrey Boerger
Director, Training Services, Deloitte & Touche
Costa Mesa, California

Jeff Boerger is director of training services for Deloitte & Touche. He is a leading authority on
the selling of accounting services, with 15 years of experience in the development of client
relationships. As the first full-time salesman within the Big Eight, he successfully proved and
expanded the concept by hiring and training eight other sales professionals across the country.
His training and consulting practice supplies practical answers to accountants and
lawyers on the how-to’s of developing client relationships. His clients range from local firms
to large international practices, and include two of the top ten accounting and four of the top
ten law firms in the world.
Boerger regularly speaks before groups of accountants and attorneys on the subject of
practice development, has authored numerous articles, and has been cited as an expert in
the field of sales training by the Wall Street Journal.

M elodie Bowsher
Marketing Director, Hemming Morse, Inc., CPAs
San Mateo, California

Melodie Bowsher is responsible for all marketing functions including the production of three
newsletters for Hemming Morse, Inc., CPAs, a three-office regional accounting and consult
ing firm in San Mateo, California.
She holds a degree in journalism from Kansas State University and was a Wall Street
Journal reporter in Dallas for three years. Her ten years of experience in writing, editing, and
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producing newsletters and other types of business publications includes a five-year stint
with the Bank of America in San Francisco.
An active member of Women in Communications Inc., Bowsher is presently serving as
treasurer of the San Francisco Bay Area chapter.

Clifford M. Brow nstein
President, C. M. Brownstein & Associates, Inc.
Bethesda, Maryland

Clifford M. Brownstein, president of C.M. Brownstein & Associates, Inc., an association
management and marketing consulting firm, combines a background of 18 years in
association management with experience in marketing, public relations, continuing profes
sional education, and financial management. Brownstein co-founded and served as Execu
tive Director of Association of Accounting Administrators since its inception in 1984.
Prior to starting his business in 1984, he served as administrator of Aronson, Greene,
Fisher & Co., CPAs, based in Bethesda, Maryland, and was previously an account executive
for Association Management Corporation, based in New Jersey.
Brownstein has also served as the assistant executive director of Associated Accounting
Firms International (AAFI), an international organization of some 35 public accounting firms.
He consults in the areas of marketing, public relations, and promotion. Brownstein has
presented talks on “Marketing Professional Services” and “The Role of the CPA Firm
Administrator” at a variety of national, state, and local conferences.
He holds a BA in journalism from Rutgers University, New Brunswick, New Jersey.

David W. C ottle, CPA, CMC
President, David Cottle Consulting
Miami, Florida

David W. Cottle, CPA, CMC, consults with accounting firms on profitability improvement,
partner compensation, marketing, client service improvement, executive leadership skills,
and strategic planning and management.
Cottle has authored four books, Client-Centered Selling Skills— The Key to a Growing
Practice, Client-Centered Service: How to Keep Them Coming Back fo r More, M anaging by
the Numbers: M onitoring Your F irm 's Profitability, and M anaging fo r Profitability: How
W inning Professionals E arn Six-Figure Incomes, and six audiocassette learning systems.
All of these works are based on his experience in helping professional firms in 39 states in
the United States and 15 other countries.
Cottle is a frequent lecturer for the AICPA, foreign institutes, and for 23 state CPA
societies. He has written over 30 articles for professional publications ranging from The
Journal o f Accountancy to The Law Management Journal to Veterinary Economics. He has
authored over a dozen seminars on marketing, profitability improvement, management, and
executive skills.

Christian P. Frederiksen, CPA
Managing Partner, Frederiksen Co., CPAs
Mill Valley, California

Christian Frederiksen is a practicing CPA in Mill Valley, California, and a consultant to CPA
firms on m atters of marketing, practice development, and firm management.
Frederiksen has been a partner at Touche Ross & Co. and at Grant Thornton
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International. He has also developed from scratch and subsequently sold two accounting
practices, and has recently started a third. His seminars and articles are based on the
practical knowledge gained during these experiences.
Frederiksen holds the John F. Forbes Gold Medal for the highest score on the CPA exam in
California. He is a professorial lecturer at Golden Gate University and has taught for several
other major universities. He has taught for the AICPA, most of the state societies of CPAs, and
for the Institutes of Chartered Accountants in England, Scotland, Ireland, Canada, and
Australia. He is author of the cassette tape program, How to B uild a Million Dollar Practice.

Edward J. Gabrielse
Director of Marketing, Checkers, Simon & Rosner
Chicago, Illinois

Edward J. Gabrielse is the director of marketing for Checkers, Simon & Rosner in Chicago
and has been on the cutting edge of creative initiatives for many years.
He has been active in the Association for Accounting Marketing (AAM) and the
inspiration for starting AAM chapters in several parts of the country.
Gabrielse was a tenured faculty member at the University of Northern Iowa, manager of
tax education for Arthur Andersen, a consultant to the Republican members of the House of
Representatives for nearly a year, and has been a part of the Checkers organization for the
past ten years.

Lisa A. Gamze
Marketing Director, Crowe Chizek & Company
Oak Brook, Illinois

Lisa Gamze is a marketing director for Crowe Chizek and Company, a regional CPA firm with
eight offices in the Midwest. Her primary responsibilities are to qualify prospective clients,
introduce Crowe Chizek’s services, serve as a liaison between prospects and partners, and
promote networking among her colleagues. Many of her activities include working with
trade associations.
Gamze has been marketing professional services for over ten years. Prior to joining Crowe
Chizek in 1989, she represented a nationally recognized bank consulting firm, and became the
first director of marketing for the bank practice of KPMG Peat Marwick in Chicago.
Gamze is president of the Association for Accounting Marketing (AAM). She has served
on the board for four years, acting as treasurer and president-elect prior to assuming her
present role.
Gamze holds an MBA from the University of Texas and a BS in elementary and special
education from Indiana University.

Warren E. Garling
Director, Professional Services, NEWKIRK Products, Inc.

Albany, New York
Warren Garling is director of professional services for NEWKIRK Products, publisher of
marketing materials for accounting firms, law firms, banks, and trust companies.
Garling’s marketing background includes five years as director of marketing at
a three-office regional accounting firm. He is co-founder and past president of the Associa
tion for Accounting Marketing (AAM), and has spoken at AAM and AICPA marketing
conferences.
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His articles have appeared in New Accountant magazine, CPA Marketing Report, CPA
M anaging Partner Report, MarkeTrends, Accounting Today, The Advocate, and The
Practicing CPA.
Garling also has 17 years experience in communications as a radio program director and
public television host. He has served as a volunteer for the National Kidney Foundation for
12 years, most recently as president of his regional affiliate, and as chairman of the Council
of Affiliate Leadership, a national board position.

Arthur Wm. Hoffman, CPA
Partner, Mayer Hoffman McCann
Kansas City, Missouri

Arthur Wm. Hoffman has over 39 years of experience at all levels of tax and accounting
service. His current areas of interest include corporate planning, litigation services, mergers
and acquisitions, real estate development and investments, and tax planning.
Hoffman’s professional activities have included chairing committees at the local, state,
and national level. He is a past president of the Missouri Society of Certified Public
Accountants and the Kansas City chapter of the Missouri Society of Certified Public
Accountants. Mr. Hoffman has also served on various committees and task forces for the
American Institute of Certified Public Accountants and has served as a m ember at large of
the council. He is also very active in civic organizations.
Hoffman is a frequent lecturer on various aspects of public accounting service.
He holds a BS in business administration from the University of Missouri.

Herbert M. Kaplan
President, Ridgefield Consulting Group, Inc.
New York, New York

Herbert M. Kaplan is president of Ridgefield Consulting Group, providing strategic planning
and marketing assistance to growth-oriented professional services firms. He has worked
with many national, regional, and local firms to help them define and achieve their business
development goals.
In addition to lecturing on the subject of professional services marketing, Kaplan has
written numerous articles for accounting and legal publications and has served on the
editorial board of CPA M arketing Report. He publishes a newsletter, Practice Develop
m ent—Insights fo r Growth, for clients and interested firms.
Kaplan is a member of the American Marketing Association, Association of Accounting
Marketing, and Professional Services Leadership Council of AMA—New York Chapter.
With over 20 years of experience in marketing and strategic planning, Kaplan joined
Ridgefield Consulting in 1985 and became its president in 1987.
He holds an undergraduate degree from Cornell University and a MBA from Harvard
Business School.

Tammy A. Linn
President, Tammy Linn & Company
Scottsdale, Arizona

Tammy Linn is a marketing consultant and trainer in accounting and services marketing. As
author of The M arketing Com m unications Guide fo r Accountants, a compilation of
marketing communications, letters, and forms, her consulting emphasizes helping firms
develop and implement user-friendly marketing plans and programs.
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As one of the founders of the Association of Accounting Marketing, she actively
supports accounting services marketing as a volunteer for the organization and as a
professional within the industry. Linn regularly lectures at national and international
association conferences and serves on the editorial board of CPA M arketing Report. She has
also been published in numerous accounting publications in North America and Europe.
Tammy Linn & Company specializes in marketing professional service businesses.
Linn’s extensive background and knowledge in service and product marketing, including
strategic planning program implementation, public relations, client service satisfaction, and
advertising, have helped businesses increase revenue and heighten visibility.

Ellen Grayce LoCurto, CAE
Senior Account Executive, The Sherwood Group, Inc.
Northbrook, Illinois

A certified association executive (CAE), Ellen LoCurto has more than 20 years of experience
as a business executive in the service marketing and organization management fields.
As a senior account executive with The Sherwood Group, she currently serves as the
executive director of two prominent national associations. In these capacities, she is
responsible for their overall and fiscal management, strategic direction, conference planning
and development, and chapter and member coordination.
During her career, LoCurto also served as a key executive with the Texas Society of Cer
tified Public Accountants and as the director of marketing for a large regional accounting firm.
She is a founding member of the Association for Accounting Marketing, and served as its
first president. She is also an interest group chair in the American Bar Association’s law
practice management section, and a member of the American Society of Association
Executives and the Public Relations Society of America.

Bruce W. Marcus
Consultant and Editor, The Marcus Letter on Professional Services Marketing
New York, New York

Bruce W. Marcus is a pioneer in the field of marketing professional services, with experience
that predates the “Bates” decision. He has consulted with some of the nation’s largest
corporations, as well as many professional service firms, including accounting, law, and
consulting. He is the editor of The Marcus Letter On Professional Services Marketing, and
the author of Competing fo r Clients In The 90s.
Marcus has been a senior marketing executive with two Big Six accounting firms. He
has w ritten many books including Competing in the New Capital Markets, Competing fo r
Clients— The Complete Guide To M arketing Professional Services, and Competing For
Capital and articles for numerous publications.
Marcus is a frequent lecturer to professional organizations of consultants, accountants,
lawyers, and others throughout the world. He writes a column on marketing for New
Accountant magazine, and has been adjunct professor at the Fordham Graduate School of
Business Administration, teaching professional services marketing.

Bridget L. Markle
Marketing Director, Lane Gorman Trubitt, L.L.P.
Dallas, Texas

Bridget Markle developed Lane Gorman Trubitt, LLPs first marketing department in 1988.
Throughout her tenure, she has directed the marketing activities of this 85-member firm. In
addition to preparing brochures, newsletters, direct mail campaigns, videos, and seminars,
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she creates and manages the firm’s overall marketing goals including the planning, research,
and marketing required to implement new services.
Markle has also helped several noncompeting CPA firms to develop similar marketing
programs and to hire and train marketing personnel. She has spoken to several firms and
associations on the topic of marketing, including the rules on solicitation and advertising of
the Texas State Board of Public Accountancy and the Texas Society of CPAs.
Prior to joining Lane Gorman Trubitt, Markle managed the public practice marketing
activities of the Texas Society of CPAs.

Robert B. Martin, PhD, CMC
President, Martin & Associates
Denver, Colorado

Robert B. Martin is president of Martin & Associates, a Denver-based firm that helps CPA
firms plan, organize, grow, keep good people, and be profitable. Before founding his own
firm, he was an officer with Management Design Associates. He has 20 years of experience
working with CPAs.
Martin helps CPA firms with marketing, mergers and acquisitions, firm organization and
management, partner relations and compensation, and staff management. He has consulted
with over 100 CPA firms, and has accomplished 14 practice sales and mergers.
Martin is a lecturer for the AICPA, the Canadian Institute of Chartered Accountants,
numerous accounting firm associations, and 25 state CPA societies.
Together with Chris Frederiksen, Martin publishes Bob M artin and Chris Frederiksen’s
Reports on CPA F irm s’Marketing, Management, and Mergers and Acquisitions.
He is a graduate of Cornell and Northwestern Universities, and is a certified manage
ment consultant.

Francie Murphy
Vice President, Casey & Sayre, Inc.
Santa Monica, California

Francie Murphy, vice president and director of media relations at Casey & Sayre, has spent
17 years in public relations and journalism. She was a television anchorwoman and reporter
for several years before entering the public relations field. She has trained scores of
executives to meet the press and has coordinated national and regional media relations
campaigns for Kenneth Leventhal & Company since 1985. She frequently lectures and writes
on media relations.
Murphy is a high honors graduate of Southern Illinois University where she received a
BS in radio-television. She holds an accredited designation from the Public Relations Society
of America and has won several awards for her work.

John T. R etterer
President, Retterer & Associates, Inc.
Elmhurst, Illinois

Jack Retterer is president of Retterer & Associates, Inc., a consulting and training firm that
provides seminars, workshops, and consulting services in sales, sales management, market
ing, client service, and change management.
His educational background includes undergraduate, graduate, and advance studies at
Roosevelt, Northern Illinois, and Loyola universities. He has conducted seminars for profes
sional firms, corporations, and associations across the United States and Canada. Retterer has
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published numerous articles in such publications as Training Today, The CPA Marketing
Report, The Practical Accountant, and The Journal o f Accountancy. He is also a five time
recipient of instructor excellence awards presented by the Illinois CPA Foundation.
Retterer’s professional career includes experience as a psychologist, a salesman, a
manager, chief operating officer, and management consultant. His professional affiliations
include the American Society of Training and Development, the Human Resource Manage
ment Association of Chicago, the Chicago Sales Training Association, and the Sales
Marketing Association of Chicago.

M ichael A. S ch oen eck er
President, Advantage Marketing Group
St. Cloud, Minnesota

Michael A. Schoenecker is president of Advantage Marketing Group, a marketing, public
relations, and market research firm that specializes in consulting with professional service
firms. Prior to forming Advantage Marketing Group in 1987, Schoenecker held the position
of marketing director for a 70-person CPA firm in central Minnesota, and a 70-person
engineering and architectural firm in Minneapolis.
He has been a speaker for the AICPA, several state societies, and numerous national
accounting groups and has had articles published in a variety of professional publications.

M arguerite F. S h ea
Manager of Special Events, Price Waterhouse
New York, New York

Rita Shea is manager of special events for Price Waterhouse. Based in the firm’s marketing
department in the national office in New York, Rita’s reponsibilities include planning and
managing conferences, seminars, and (of course) trade shows for industry groups and other
specialized practices. Before joining Price Waterhouse Shea spent 25 years at Arthur Young,
where she was that firm’s first exhibits manager and coordinated their first show “way back
in 1980.” A New York City native, Rita attended City College of New York. She is a member of
Meeting Planners International and the International Exhibitors Association.

Frank K. Sonn en b erg
President, RMI Marketing and Advertising, Inc.
Emerson, New Jersey

Frank K. Sonnenberg is president of RMI Marketing & Advertising Inc. in New Jersey.
Former national director of marketing for the management consulting group Ernst & Young,
he is a nationally recognized expert in the field of marketing.
Sonnenberg is an expert panelist for Boardroom, Reports, the marketing columnist for
The Journal o f B usiness Strategy, and is on the editorial board of Training & Development
Journal.
He has written more than 300 articles on management and marketing that have
appeared in such publications as Industry Week, Journal o f Accountancy, Management
Review, Investor's B usiness Daily, Sales and M arketing Management, The CPA Marketing
Report and Executive Excellence. Sonnenberg is the author of the best-selling book
Marketing to Win (Harper & Row, 1990) and the book, M anaging With a Conscience
(McGraw-Hill, 1994).
He is a member of the American Marketing Association’s Business Marketing Leader
ship Council and listed in Who's Who In Sales and M arketing and Who’s Who Worldwide.
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Judith R. Trepeck, CPA
Partner, Rehmann Robson & Co.
Farmington Hills, Michigan

Judith R. Trepeck, CPA, is a partner with Rehmann Robson & Co., a regional accounting firm
in Michigan. In addition to her extensive client service, Ms. Trepeck is the champion of
marketing activities for the firm. Prior to joining Rehmann Robson & Co., she was the
managing partner of her own ten-person CPA firm, which she founded in 1981.
Trepeck is the chair of Practice Development for North America for Summit Interna
tional Associates, Inc., the seventh largest accounting group worldwide. She also serves as
editor of the “Practitioner’s Forum” section of the Journal o f Accountancy. She has also
chaired the AICPA National CPE Curriculum Subcommittee, served as an ex-officio member
of the CPE Executive Committee for the AICPA, and was a member of the Management of An
Accounting Practice Committee of the AICPA. She is a nationally recognized speaker and
consultant on the subject of marketing CPA practices.

Kaye Vivian, ABC
Senior Proposal Writer, Deloitte & Touche
Wilton, Connecticut

Kaye Vivian has more than ten years of experience with proposals in Big Six and mid-size
accounting firms. She was the national director of proposals and presentations for Price
Waterhouse and Dallas practice office director of marketing for Arthur Young. She currently
works in the office of the chairman of Deloitte & Touche as a proposal specialist for major
opportunities.
Vivian has developed and taught proposal training courses for several firms. She has
also made presentations at the national meeting of the Association for Accounting Marketing
and other marketing communications organizations. She has published articles on proposals
in most of the accounting marketing publications. She holds a master’s degree from the
University of Texas at Dallas, and professional accreditation from the International Associa
tion of Business Communicators.

William T. Young, CPA
Managing Partner, Williams, Young & Associates
Madison, Wisconsin

Bill Young is managing partner of Williams Young & Associates, certified public accountants
and management consultants, with offices in Madison and Racine, Wisconsin. In addition to
his firm management responsibilities, Young advises businesses, professional firms, and
financial institutions in developing their financial and management strengths.
Young has written articles on management and long-range planning for such publica
tions as The Journal o f Accountancy, The Practicing CPA, and the AICPA’s M anagement
A dvisory Program Handbook. He has also served as a guest columnist for other publications
and is a frequent speaker to business and professional organizations.
Young has served on the State of Wisconsin Technology Development Board and is a
past chairman of CPA Associates, an international organization of independent certified
public accounting firms. He holds a BA in accounting and business administration from

Augustana College, Rock Island, Illinois.
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Alumni/alumni relations, 239
AMA. See American Marketing Association
American Marketing Association (AMA)
as recruiting resource, 72
training by, 64
American Society for Training and Devel
opment (ASTD), 321
Analysis
cost-benefit, of hiring a sales profes
sional, 97-99
external, 16
internal, 16

market segmentation, of client base, 8
A nsoff's Product/Market Expansion Grid,
9, 19-20
Appearance
of employees, 234
of office, 233-234
Article, bylined, sample of, 188-189
Artists, working with, 141-143, 218
Association of Accounting Firm Adminis
trators (AAA), 81
Association of Accounting Marketing
(AAM)
as recruiting resource, 72
training by, 64, 84
Associations
membership questionnaire and, 209-210
networking through, 199-210
referral source development and, 238
Assurance, fostering of by firm, 52-53
ASTD (American Society for Training and
Development), 321
Audit, marketing. See Marketing audit
Audit-based approach to marketing, 15-29
Awards presentations, sponsorship of, 192
B
Basic growth strategies, 9-11
Benefits
of market segmentation, 7-9
of sales professionals, 97-99
of services, 344-345
features versus, 5-6
Broadcast-level marketing activities, 24
Brochures, 70,137-154
bidding process for, 145-153
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Brochures (Continued)
design of, 143-144
goals and objectives of, 140-141
production timetable for, 152, 153-154
quality of, 234
referral source development and, 240
types of, 137-139
writing text of, 144
Budgeting. See also Cost(s)
for brochure, 152
for memberships, 203-204
for public relations, 196-197
for public service, 226
responsibility of marketing professional
for, 71
for seminars, 258
for trade shows, 288-289
Business development, responsibility of
marketing professional for, 70
Business referral clubs, referral source
development and, 238
Business-to-business lunches, 237-238
Bylined article, sample of, 188-189

C
Call report form, 315-316
Civic associations, referral source develop
ment and, 238
Client(s). See also Client base
databases and. See Databases
development of, 9-10
empathy toward, 54
focus groups of, 266, 272-274
industries of, trends affecting, 35
information on, 157
modeling and, 163
new, obtaining, 20-21
one-on-one interviews with, 266, 274275
sample questions for, 282-283
of partner, 37
personal sales plan and, 305
as potential litigation risk, 341
profiling of, 162
purchasing process of, 12
risk taken by, 54
satisfaction of, 55, 69, 265-272
services to, 19, 36
need for, 69
size of, 159
supersatisfied, value of, 55
survey of. See Survey(s), client

taking of to lunch, 236
Client base
internal analysis of, 16
market depth and, 33-34
market segmentation analysis of, 8
Client-centered marketing, 6
Client satisfaction research, 265-272
Closing, 14
COMDEX, 285

Communication(s)
crisis, 195-196
external, responsibility of marketing
professional for, 70
internal, 47
public service and, 227
responsibility of marketing profes
sional for, 70
Community organizations
membership questionnaire and, 209-210
networking through, 199-210
Compensation for marketing professionals,
71-72. See also Marketing incentives
Competition of firm, 35-36
Contact management software, 307-308
Continuing education. See Training
Cost(s). See also Budgeting
of advertising agency, 121
of direct mail, 174
of firm administrator as marketing direc
tor, 85
of marketing consultant, 112
of memberships, 203-204
of newsletters, 213-215, 218
public relations, 196-197
reduction of, strategy for, 19
of a sales professional, versus benefit,
97-99
of specialists, 143
of submitting a proposal, 340-341
of trade show exhibit, 286
Cost-benefit analysis of hiring a sales
professional, 97-99
CPE functions, referral source develop
ment and, 239
Crisis communications, 195-196
Cross-selling, 20
D
Dale Carnegie’s goal-setting and manage
ment courses, 64
Data integrity, 161
Databases, 155-163
client, simple, 157-159
enhanced, 159-161
data integrity and, 161
Dun & Bradstreet’s, 205
modeling and, 163
profiling and, 162
relational, 161-162
DAWN formula, 305
Development
of budget. See Budgeting
business, responsibility of marketing
professional for, 70
client, 9-10
of job description
for marketing professional, 67-71
for sales professional, 89-90
of mailing list, 171-172
market, 10
strategy for, 20, 21
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of marketing objectives, 18-19
of personal sales goals, 302-304
worksheet for, 313-314
of personal sales plan, 304-305
practice, report of, 243-244
product, 10
strategy for, 20, 21
of public relations program, 182-185
referral source, 231-247
Direct mail, 165-180
cost of, 174
developing message for, 166-167,170
mailing list for, 171-172
multiple mailings campaign and, 178-180
personalized letter and, 166-169, 171,
175-177
response to, 172-174
self-mailer and, 169-171
writing copy for, 166-167, 170
Diversification strategy, 10-11, 20, 21
Dim & Bradstreet, financial database of,
205

E
EDPA (Exhibit Designers and Producers
Association), 289
Education. See Training
Empathy of firm, 54
Employees
appearance and conduct of, 234
emphasis on continuous improvement
of, 49
firm’s investment in, 46-47
participation of in marketing audit, 17
profile of, 32-33
teaching the importance of listening to,
48-49
training of. See Sales training; Training
Events
alumni/alumnae, referral source devel
opment and, 239
participation in, 204-208. See also Trade
shows
special, sponsorship of, 192
Excellence of service. See Service(s), ex
cellence of
Executive summary, 346
Exhibit Designers and Producers Associa
tion (EDPA), 289
External analysis, 16
External communications, responsibility
of marketing professional for, 70

F
FASB (Federal Accounting Standards
Board), 74,183
Features of services, 345
benefits versus, 5-6
Federal Accounting Standards Board
(FASB), 74,183
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Fee proposal, 347-348
Finders, 302
Firm(s)
administrator of. See Firm administrator
advertising media best for, 124-127
assurance fostered by, 52-53
brochure of, 138
competition of, 35-36
culture of, service excellence and, 47-49,
233-234
empathy of, toward clients, 54
great
great ideas and, 48
values of, 49-50
investment in employees of, 46-47
marketing activities of, 24
current, 37-38
opportunities for, 17-18
organization membership objectives of,
200-201
participation of, in marketing audit, 17
profile of, 31-32
public relations, 196
readiness of
for a marketing professional, 66-67
for a sales professional, 88-89
recruiting by, 38
reliability of, 52
reputation of, 182
responsiveness of, 53-54
sales management in. See Sales manage
ment
strengths of, 17-18
tangibles of, 53
threats to, 17-18
training by, 38, 61
trends affecting, 33
visibility of, 182
weaknesses of, 17-18
Firm administrator
authority of, 83-84
compensation for, 84
as marketing director, 81-86
performance reviews and, 84
qualification of, 82
training for, 84
Focus groups, 266, 272-274
Follow-up after sales meeting, 14
Free-lance professionals, working with,
141-143
G
GAAP (generally accepted accounting
principles), 5, 52, 74
GAAS (generally accepted auditing stan
dards), 52, 74

Generally accepted accounting principles
(GAAP), 5, 52, 74
Generally accepted auditing standards
(GAAS), 52, 74
Go/no-go decision to prepare a proposal,
340-341
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Graphic artists, working with, 141-143,218
Grinders, 302
Growth strategies, basic, 9-11
H
Handouts, 255
Hiring of marketing coordinator or direc
tor, 65-75. See also Recruiting
Home Records Kit, 240
I
IEA (International Exhibitors Associa
tion), 290
Incentives, marketing. See Marketing in
centives
Income tax laws, 52
Industry groups, membership in, 200
Industry-specific brochure, 138
Information collection, 202-203
Inseparability of services, 5
Intangibility o f services, 4
Integrity, data, 161
Internal analysis, 16
Internal communications, 47
public service and, 227
responsibility of marketing professional
for, 70
International Exhibitors Association
(IEA), 290
Interview(s)
of marketing professional, 72-73
media relations and, 192-195
one-on-one, 266, 274-275
sample questions for, 282-283
of sales professional, 92-93

J
Job description(s)
incorporation of selling skills into, 326
for marketing professional
development of, 67-71
samples of, 77-80
for sales professional
development of, 89-90
samples of, 90-91
and skills level checklist, 68-71
Journalists, establishing relationships
with, 184-185
L
Leads groups, referral source development
and, 238
Letter proposal, 348
sample of, 353-357
Listening, importance pf, teaching of to
employees, 48-49
Location of office, 7, 233-234

Lunch
business-to-business, 237-238
with clients, 236
with referral source, 236-237
M
Mail, direct. See Direct mail
Mailing list
development of, 171-172
seminar, 253-254
updating of, 217
Management
contact, software for, 307-308
sales. See Sales management
Managing partner as PICOM, 63
Market
depth of, client base and, 33-34
external analysis of, 16
Market development, 10
strategy for, 20, 21
Market penetration strategy, 20-21
Market segmentation, 19-21
analysis of client base and, 8
benefits of, 7-9
defined, 7
Market segments grid, 22
Marketing
client-centered versus service-centered, 6
concepts of, 3-14
databases and. See Databases
defined, 3-4, 300
fundamentals of, 3-14
leadership in, importance of, 45-50
marketing consultant’s role in, 102. See
also Marketing consultant
objectives of. See Marketing objectives
partners’ expectations of, 103-106
personal. See Personal marketing
plan for. See Marketing plan
public service and, 225-230
segmentation of. See Market segmenta
tion
selling versus, 3-4, 300
service-centered, client-centered versus,
6
strategies of. See Marketing strategies
success of, service excellence and, 51-55
target, 109
trade shows and, 287
term s of, 3-14
training in, 38, 61
Marketing activities, 24
current, 37-38
Marketing audit
overview of, 16
participation in, 17
performance of, 16-18
survey instruments for, 31-38
Marketing consultant, 101-115
location of, 113-114
qualification of, 107-113
services of, 108-109
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Marketing coordinator, 62. See also Mar
keting professional
guide to hiring of, 65-75
job description for, sample of, 79-80
Marketing director, 61-62. See also Market
ing professional
firm administrator as, 81-86
guide to hiring of, 65-75
job description for, sample of, 77-78
Marketing incentives, 306, 329-337
activity-based program for, 336
nature of, 333-334
results-based program for, 334-336
setting goals for, 331-332
Marketing objectives, development of, 1819
Marketing plan, 15-29
implementation of, 23-28
tools for, 25-28
recognition and rewards and, 28
sample of, 39-43
Marketing professional. See also Mar
keting coordinator; Marketing direc
tor
evaluation of performance of, 7475
hiring of, 65-75
interviewing of, 72-73
job description for, 67-71
samples of, 77-80
qualification of, 72-73
recruiting of, 72
responsibilities of, 68-71
retention of, 73-74
Marketing strategies, selection of, 1823
Media relations, 181-197. See also
Public relations
effective interviewing and, 192-195
seminars and, 254
tools of, 185-192
bylined articles, 188-189
press conferences, 190-191
press kits, 191
press releases, 186-188
publishing of quantifiable research,
189-190
speaking engagements, 191-192
sponsorship of special events, 192
training in, 185
Media training, 185
Meeting, sales, 13-14
Membership questionnaire, 209-210
Memberships. See Networking
Mentoring, 61
sales. See Sales management
Mid-range marketing activities, 2425

Minders, 302
Modeling, 163
Monograph, 138-139
Multiple mailings campaign, sample of,
178-180
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N
NALFMA (National Law Firm Marketing
Association), 72
National Law Firm Marketing Association
(NALFMA), 72
Networking, 199-210
organization membership objectives
and, 200-201
participation in events and, 204-208
case studies of, 206, 207
with referral sources, 236-239
targeting new organizations for, 202-203
Newsletters, 70, 211-223
budgeting for, 215-219
client satisfaction surveys and, 271
cost of producing versus purchasing of,
213-215
design of, 218, 220-222
editorial content of, 220-222
goals and objectives of, 212-213
name for, 219-220
planning of, 215-219
production of, 218
quality of, 234
reader feedback on, 222-223
referral source development and, 239,
240
writing and editing of, 217
Niche strategies, 109

O
Office
appearance of, 233-234
location of, 7, 233-234
OMB (United States Office of Management
and Budget), 158
One-on-one interviews, 266, 274-275
sample questions for, 282-283
Opportunities for firm, 17-18
Oral presentations, 349-352
Outside specialists. See Specialists

P
Partner(s)
in charge of marketing (PICOM), 59-64
choice of, 63
managing partner as, 63
marketing team of, 61-63
responsibilities of, 59-61
tenure of, 64
training of, 64
clients of, 37
managing, as PICOM, 63
marketing expectation of, 103-106
profile of, 32-33
training of, 64, 70
Performance evaluation
of firm administrator, 84
of marketing professional, 74-75
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Perishability of services, 5-6
Personal marketing, goals for, 302-304
worksheet for, 313-314
Personalized letter, 166-169
sample of, 175-177
versus self-mailer, 171
PICOM. See Partner(s) in charge of market
ing
Place of service delivery, 7
Placement assistance, referral source
development and, 239
Planning
responsibility of marketing professional
for, 68
for sales meeting, 12-13
PR. See Public relations
PR Society of America (PRSA), 72
Practice development report, 245-247
Practice Management Division of the
AICPA, 64
Press conferences, 190-191
Press kits, 191
Press release, 186-188
sample of, 187
Price of services, 7
Printers, working with, 145-153, 218219
Product(s)
development of, 10
strategy for, 20, 21
services as, 6
Product/market expansion grid, 20
Production timetable for brochure, 151
Professional salesperson. See Sales profes
sional
Professional selling, 11-14
rationale for, 11
Professional services. See Service(s)
Profiling, 162
Promotion of services, 7, 11
Promotional items, 239
Proposal(s), 339-357
discovering prospect’s needs and, 343344
document for. See Proposal docu
m e n ts)
fee, 347-348
go/no-go decisions and, 340-341
identification of key decision maker(s)
and, 342-343
letter, 348
sample of, 353-357
oral presentation of, 349-352
responsibility of marketing professional
for, 70
responsibility of sales professional for,
90
Proposal document(s)
elements of, 345-347
preparation of, 345-349
types of, 347-349
writing of, 349
PRSA (PR Society of America), 72

Public relations. See also Media relations
budgeting for, 196-197
developing a program for, 182-185
hiring a firm for, 196
responsibility of marketing professional
for, 68-69
Public service, marketing through, 225230
Publications, establishing relationships
with, 184-185
Publishing of quantifiable research, 189190
Purchasing process of client, 12

Q
Quantifiable research, publishing of, 189190
Questionnaire
client satisfaction survey, sample of,
279-281
membership, 209-210
newsletter reader feedback, 222-223
R
Recruiting, 38. See also Hiring
of advertising agency, 120-122
of marketing consultant, 113-114
of marketing professional, 72
of sales professional, 91
of specialists, 141-143
Referral sources
alumni/alumnae relations and, 239
associations and, 238
business-to-business lunches and, 237238
development of, 231-247
generation of referrals from, 234-236
guidelines for, 241
identification of, 231-233
keeping contact with, 239-240
motivating firm members to action and,
240-241
networking and, 236-239
practice development report and, 243244
seminars and, 237
taking to lunch, 236-237
tip clubs and, 238
tracking system for, 241-242
sample of, 247
Referrals, generation of, 234-236. See also
Referral sources
Relational databases, 161-162
Reliability of firm, 52
Report, practice development, 243-244
Reproposal, 348-349
Reputation of firm, 182
Request
for proposal (RFP), 346
for quotation (RFQ), 145-153, 218
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Research
client satisfaction, 265-272
quantifiable, publishing of, 189-190
responsibility of marketing professional
for, 68
responsibility of sales professional for,
89
Response card, 169
sample of, 177
Responsiveness of firm, 53-54
RFP (request for proposal), 346
RFQ (request for quotation), 145-153, 218
Risk of client, 54
S
Salary for marketing professionals, 71-72
Sales calls, 61
Sales guru, designation of, 325
Sales management, 299-316. See also Sales
professional; Sales responsibilities;
Selling
call report form and, 315-316
components of successful program of,
300-307
designation of sales manager and, 306307
offering incentives and. See Marketing
incentives
personal sales goals and, 302-304
worksheet for, 313-314
personal sales plans and, 304-305
sales tracking systems and, 307-308
sales training and, 305-306
Sales meeting, 13-14
Sales professional, 87-99. See also Sales
management; Sales responsibilities;
Selling
interviewing of, 92-93
job description for, 89-91
sample of, 90-91
motivation of, 94-95
qualification of, 91
recruiting of, 91
relationship of, with PICOM, 62-63
responsibilities of, 89-90
tenure of, 95
Sales responsibilities. See also Sales
management; Sales professional;
Selling
defined, 301-302
listed, 311-312
Sales training, 317-328
activities after, 325-326
curriculum for, 327-328
defining course content for, 318-319
of firm’s CPAs, 90, 305-306
hiring outside sales trainer for, 321

identifying participants for, 319-320
independent providers and, 321-322
marketing incentives plan and, 331
program for
ensuring success of, 324-325
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in-house, 320-321
logistics of, 322-323
videotaping and, 323
Satisfaction of client
measurement of, 69
client satisfaction research and, 265272
super-, value of, 55
SEC regulations, 52, 74
Segmentation. See Market segmentation
Self-mailer, 169-171
for newsletter reader feedback, 222-223
versus personalized letter, 171
Selling. See also Sales responsibilities;
Sales management; Sales profes
sional
cross-, 20
cycle of. See Selling cycle
defined, 4
marketing versus, 3-4, 300
professional, 11-14
Selling cycle, 12-14
useful tips for, 13
Seminar(s), 249-264
activities after, 259-261
audience for, 249-250
budgeting for, 258
charging for versus not charging for, 257
co-sponsoring of, 258
evaluation of, 259-261
format of, 251-252
logistics of, 254-256
objectives of, 249-250
organization of, 263-264
promotion of, 253-254
referral source development and, 237
site for, 252-253
speaker for, 250-251
timetable for, 258
sample of, 263-264
topics for, 249-250
Service(s)
benefits of, 5-6, 344-345
brochure of, 138
client, 19, 36
need for, assessment of, 69
delivery of, 19
distinctive aspects of, 4-6
excellence of
as cornerstone of marketing success,
51-55
defined, 52
firm’s culture and, 47-49, 233-234
features of, 6
of marketing consultant, 108-109
newsletter, 213-215
place of delivery of, 7
price of, 7
as products, 7
promotion of, 7,11
public, marketing through, 225-230
superior, 233-234
Service delivery enhancement, 19
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Service-centered marketing, 6
SIC (standard industrial classification), 16,
158
Signage, 256
Skills level checklist, 68-71
Social associations, 238
Speaking engagements, 191-192
Special events, sponsorship of, 192. See
also Events
Special interest groups, membership in,
200
Specialists
cost of, 143
searching for and qualifying, 141-143
Specific industry groups, membership in,
200
Sponsorship of special events, 192. See
also Events
Sporting events, sponsorship of, 192. See
also Events
Staff. See Employees
Standard industrial classification (SIC), 16,
158
Statement of qualifications, 347
Strategy(ies)
diversification, 10-11, 20, 21
for growth, 9-11
market development, 20, 21
market penetration, 20-21
marketing. See Marketing strategies
niche, 109
Strengths of firm, 17-18
Superior service, 233-234
Survey(s)
client, 265-272
design of, 268
postanalysis activities and, 276
questionnaire for, sample of, 279-281
results of, 275
timetable for, 270
written, 269-272
instruments for, 31-38
T
TACL (take a client to lunch program), 236
Take a client to lunch program (TACL), 236
Take a referral source to lunch program,
236-237
Tangibles, 53
Target marketing, 109
trade shows and, 287
Target-level marketing activities, 25
Telemarketing, responsibility of sales
professional for, 89
Tenure
o f PICOM, 64
of sales professional, 95
Threats to firm, 17-18
Time line for marketing plan implementa

tion, 25. See also Timetable
sample of, 26
Timetable. See also Time li n e
for brochure production, 152,153-154
for seminars, 258
sample of, 263-264
for written surveys, 270
Tip clubs, referral source development
and, 238
Tracking system for referral sources, 241242
sample of, 245-247
Trade associations, referral source devel
opment and, 238
Trade shows, 285-295
budgeting for, 288-289
cost of exhibiting at, 286
deciding w hether to exhibit at, 287-288
evaluating return on investment in, 294
goals for, 286-287
message for, 290
planning timetable for, 291-293
working the booth at, 293-294
Training
firm administrator, 84
marketing, 38, 61
media, 185
of partners, 70
o f PICOM, 64
sales. See Sales training
Transmittal letter, 345-346
“Twelve Cs,” 343-344
U
United States Office of Management and
Budget (OMB), 158
V
Value(s)
great organizations built on, 49-50
of supersatified client, 55
Variability of services, 5
Vertical niche strategies, 109
Videotaping, 323
Visual aids, 255, 351-352
W
Weaknesses of firm, 17-18
WICI (Women in Communication, Inc.), as
recruiting resource, 72
Women in Communication, Inc. (WICI), as
recruiting resource, 72
Work plans for marketing plan implemen
tation, 25
sample of, 27-28
Writers, working with, 141-143, 217
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